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PART I 
INTROOSUC TION 
Chapter 1 
TE PROWLER AND IT" IMPORTARCH. 

The problem of rating or jwiging one's subordinates 
ie es old as Organisation iteelf. Many writers heve strese-= 
ed the point thet judging the employees under him is en 
integral pert of the job of the supervisor. Nay , er;ued 
thet consciously er not, the superviaer rates his men 
whenever called upon ts cheosa between them fur special 
Sssignments, special awards, promotions, or reductions in 
force. ae. considers thet the rating of employees ia 
one of the coldest and most wiiverwsal practices of Nagee 
ment end that there never wea a time when eupervisaers and 
leaders did not jJuige the relative value of emloyees. 
mere emphasised thet though tne term “merit rating” 
(service rating) is of recent origin, the Judging of emplorees 


by their supervisers ia not. 


HELD PO! PORRMAL ee Tnop 
if meny writers heave agreed that service reting can-= 
not ve dispensed vith, en equal mamber are in consonance 
ss to tie need for a formsel method of making ani recori-~ 
ng these judgementa. as, preclaimed that the service 


rating deviee protects the employee frase "mans eriel capri-« 


elousness” in tne detertinativon of ule service stending. 
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& 
White taught that one of the purposes of the formnl effl- 


eleney reting is “to protect ewployees egeinst tie snap 
judgewents, prejudice, end il] will of some supervisors". 
meetin feels that the emergence of tne foraael rating syva- 
tem hes “involved tre transfer of ratings from haphasard, 
rendom, andl frequently irresponsible judgements of supervi- 
gore male perhaps during the heet of a quarrel, tuo ratings 
made calmly, deliveretely, syatematically...e.". In eddition 
to tuia need for minl@izging the effects on the ratings of 
the frailties of the rater, a, essen further value in 
thre formal recorded rating, in providing © means for pree 
serving, @ meesure of an emploree's vorti go thet even in a 
large induatr, the treatment received by all employees and 
the oppertunitics opened to them will be consistent throughe 


out the organization. 


OBJECTIV: 5 OF UWATING 

The objectives of rating are mwenifold. Principally, 
of course, the purpose ian to secure # recorded fudgement of 
the ewployee's valuc to the organization. ut unverlyiny 
this and giving it direction end G@otive, Sry many specific 
eins. Mention has been Meade of the utility of ratings in 
effor.ing a vesie fer cnaoice between ene's sauboridinestes for 
apecial sesigmments, special avaerds, prowactiuns, and redue- 
tione in force. Less ebvious bet sno less importent, is the 


8 
use suggested by Yoder , of reitings as eriteria for svalu- 
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ating the effectiveness of other personnel practices, 
rirrin®, Pigers and vyors”®, ami Mosher and Kingsley? 
mede much the seme point when toey listed ratings as a source 
ef infomantion on wiich to bass programs for emplereo Line 
provement, trnining, end Jevelopment. Asseciated wit. tila 
is the use of the data from ratings as a fveuntetieon and 
guide for studies tu improve screenlny and seleetion pro- 
cedures. Purtner, operation of se yeod rating plan ree 
sults in improvement of thw superviser, nas mentioned by 
both Tiffin?® and Juciuat®, tad therefere auch leprovenent 
may be considered as one of tne purposes of the progran. 
Hot specificelly mentioned in the Literature is the 
use of the service reting es an instrument to ald in the 
festering of geod diseipline and morale. Much good rork 
snd many minor deficiencies sre not deserving of special 
ection other then as reflected in the marking of the service 
rating blenk. Yet food work @ust be rewarded and brought 
to the attention of the employee anu manegement, an. the 
serviee rating provides a means of deing this. Though the 
effect on tue employes way te yvitieted somewhet ty the 
fact timt the payehvslogically sound principle of the “Leme- 
diacy of the reward” is violated, tue depemlence on tle 
service rating a6 s form of reward is justified on prag- 


matic yroundsa. 
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Ti. VALUL OF SRAVICE MATING 
TO THE MAVY 

The considerations waich serve to render service vate 
ines so valuecle to lerge industries ere effeetivo to an 
even greater degree in the personnel sacminiatration of the 
Navel Service. Three comlitions opernte te make this true. 
First, there is the fact of sheer numbers. The officer 
corps of the segular Havy is composed ef 43,950 indivi-~ 
@unis?* wathe the officers of the Hevel Heserve totel up to 
amuch larger figure. Second, tre problex posed by size ia 
compiiceted by the twin factora of wide dispersion over 
largo areas of the earth, and mobility within end berond 
these areas. In fact, it is sefe to sey thet Naval units 
@re likely to be found enywhere except peseibly beliind 
tre "Iron Curtain", tne currently populer tearm for the 
boundery between Muasien domineted territory and the rest 
of the world. Finally, the diffleulties of Naval euthori~ 
ties are not limited to the problem of size and ubiquity. 
An even more severe strain is pleeed en administration 
during perlois of rapid expansion in times ef National 
Heergency ami during the process of desobilisgation when 
the emergency hes pasaed. “ith fineal authority for ell 
administrative action necessarily centrealired in the Navy 
“epertment in Yashington, @ni with so meny individuals in» 
volved in nmwaeerogus widely seperated eni mobile groups, per= 


genni knowledge om the pert of thove responslvle for admin= 
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istretive action, of the qualities of even «& sealil neeeer of 
the officers of the Navy is inposealbdle. 

The Mavy iepartnent recognizes tie impertence of sere 
vice ratings, or fitness reports. Ample evicence of t.is is 
conteined in the following passage fram Navy Negulations.?” 

Article 1701. Fitness esorts and Aecords of 

Officers. 

ls The (£ltnesas of wn officer for the services, 
with respect to progotion and assignment to duty, 

la determinad by hie record, ileperts of fitness are 

decisive in the service career of tue individual of- 

ficer, ani have an important influence on the efft- 
cleney of the ontire serviceecececese 

The Wevy's "OPPICLAt® FITKLST SH ort, Fors TAVFOM. 
310 A (Mev 6-45), is intended to fill the need for a merit 
rating in the "ervice, but unfurtunetels it is 6 partial 
failure. Firat of ell, it is subject to signifleent oab- 
server errors, like most rating devices ami, dlaappointing1ly, 
its design omits several foatures wiich authorities conaider 
wiil eliminete er reduce such errors. in addition, its 
mexzeup dows not provide for the use of the Istest techniuues 
in meefhine scoring, sorting, #f4 tawaletion, This is an im 
portent weakness in view of tue Growing importence of maxi-~ 
eum efficiency implicit in tue coneest of readiness for 
"Total War". Although small awavers of the fitness reports 
&ra not Isborlous to prepare, ary eonsideranie stady of sven 


& noderate number of them, euch sy ausi Ge performed When 


Meaxing selectionsa for promotion er special assicnwenta, or 
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for cvelumting other personnel procedurrs, ia inefficient 


end time consuming under present comlitions. 
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PART I 
Chapter 2 
PLAN POW TREATIOAT OF Tal FRODLIAG 

The design ant use of service ratings La a task in 
peychological measurement ani the designer's most Pormuidable 
esatacle hes been the diffieulty of eliminating or contrel- 
ing the “hwean error” or bias of the rater. This paper will, 
therefore, exanine rether thoroughly the paycholovical face 
ters bearing on the queation in an effert to show the neture 
end extent of thia “huean error” end perhepsa assist the 
reader in gsinin, insight into the problem. 

Much valuable reseerch has been anid is veing perform 
@d ia tue field of service vating design emi use, ani @ 
great deal cun be learned from a review of the reported re- 
@ulta. Consequently, a chapter 211 be devote to the de- 
seription and discussion of the more importent types of 
rating devices anu rating proceiures {n use. This die- 
cussion will includes weighing of the relative @Gvénteypraes 
snd disadvantegzes of the several devices and aysiems and 
consideration of the various error=-prolucing, psychological 
factora wiich tue measures deserived ore designed to com- 
wat. Prom tils treateent a cedy of “best practices" will 
be aunemvbled. 

fne four Serviees woich ere ineluded under Loe fen 
eral neme of “Armed Forces", eat). uen a Uifferent type of 


officer's service rating and eae. device hes ite goed arr 
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7 
its bad points. These mililery service ratings vill be dew 
ecribed, enalyzed, and judged, in tne li ht of tne afore-~ 
mentioned "best practices” and, based on thie resessment, as 
well as on the "beat practices", a plan for a new Lapreved 
officer's fitness report form will oe proposed for adopticn 
by the Navy. Ko actual vork of construction of the device 
will be attempted, as suci: is veyond tie ecope of tuis thesis. 
As has been stated, much researc’. Nes Leen dome in 
this field. In the review of the revorts:) results of that 
research, credit will ce yiven to the acilentinate whose ma- 
teriel is quoted or referred to wherever possivle. It is 
@esired, in addition, to oake epecific wentieon here of the 
works of Grent Theriden Dese end of Deyne Cllaer Semples. 
in 1047, Mr. Daze submitted a ntaster's thesis to the 
Graduate Scheel of The Uhio “tate University entitled A 
Rating Scale for Marine Kon-Commissioned Officers of the 
Pirat Zhree Pay Graces. f yesr later, lr Camples submitted 
® master's thesis to tie seme authority entitled A Study of 
Merit dating Metsode for Professions) Laployees. «ech 
writer developed a rating semle waicsn he recomended for the 
purpose ateated in the title of vise theela. Although the 
generel tyre of scéle provuced by both Mr. Dewe end Kr, Sane 
ple (the graphic reting se@le) coul. be used aa a Naval 
efficer's efficiency reting, tuc pertieculer sisivs de- 
veloped eid reoperted soul: net be sultecle an. teebefore 


will not be diecre@et further, 
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PART II 
Chapter 1 


SORE PIYCHOLOGIC&L PACTOHS LRARING ON 
TT. PROBLEM OF SIAVICH RATING 





HATURE OF RATING 

Heretofore in this thesis, service rating hee been 
descrived as the jJuiging of the ratea's worth to hia orgeni- 
sation. Neliance is placed on judgements in this important 
field of measurement bvecauas of lack of vetter method. Pe 
paraphase Yodert it may be gsaid that many humer quallties 
guck as leadership, initiative, persistence, self-control, 
and others are importent to wocatloneal success but ob jeetive 
measures of such cheracteriatics do not exist. 

These judgements are reached as a result of ti 
rater'ts ovservation or perception of the typical performance, 
er the cheracterisatic eetions or behaviors of the retee. It 
has been said that, “Howhers oo much es in ju iging people is 


perception likely to be so pieved. "© 


Personality is gen= 
erally thought of by seientiate os tre total pattern of an 
andividualts reaction to i.fe enviremment. In truth Stagner 
has defined personelity sa the Lntegral of an infvividualts 
charreteriatic responses. It is evlient, therefore, that 
the service reting, 1a essesaing the typical performance of 
the rates, is attempting to meagure en espect of 1s pere 


sone lley. 


&K moment's reflection wlll brin, the reelization that 
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persenelity is @ complex entity; just how complex is reveel~ 
ed in the findings of Allpert and odvert4 thet there are 
17,9535 worde in tue Englls.. Llenguege used to describe the 
behevior of one person as “istinguished from anuther. iven 
when allewence is mede for overlap in meaning emung these 
vords, the ran ,e of differences in behevior provided for re 
maina very greet indeed, 

Bue to the interrelation between a mwan's perceytions 
end his beliefs en) attitudes, which will be disecursed more 
fully below, the service reting is wore tuen « record of 
personality as perceived. Uniler eoet systema, inextricably 
included in is coneept of the retee ts a desdriptlon ef the 
reter's beliefs ani esttitudes toward tue retee. 

The volue of a formal rating syetem hae Soen iie- 
cussed. Juceh # syetew will require the rater to dencrive 
bis cumeept of each ratee on a separate form & well dew 
é@igned form will provide ,uidanes and eraistence te the 
rater in tis striving for ovjectivity eas well as e pleece to 
recori tis jutgements. Fuller appreciation ef the seuteness 
of the need for this guljance ani asetsitance wlll come as we 
Glacuss on succeeding peges some of the more importent psay- 
chologicsl] influences operetiny to Lepelr the ob jeetivitr 
eof tie rater's judgenents. 

Soe OFTirmltnAST OOF 
PLACE Y TION 
Seelal psyenohogiats teac.. tast a personts percept 


ion of what takes pleee aroun! .i« is profeuntiy affeeted 





Gevewsle Cole hee ad oo: “rw ett) fr esee cub we ae 


il 
by factore within him and that many of these Iinterlor ine 
fluences are themselvea the proJuct of the individual's prior 
perception and learning. Aum example of this theory as well 
as e ciue to the nature of sume of the interler modifiers may 
be found in the fellewing quetatiunas 

How we peresive the world is a preduct of 

monory, imagination, hearsay, end fantesy as 

well ax whet we are actuelly "nercelving™ 

through our sensee,5 

Data gre perceived and interpreted In terms 

of the inecividuel perceiver's own needs, own 

emotions, own personelity own previously forme 

ed cognitive petterns.6 

Tne reeder Wi1l readily see the truth in the fore- 
going en? can perhaps recall actual instences in which pore 
tions of it have been vorne out by experience. In aidition 
there hee been much experimental proof. Nowever, only a few 
ef the more lmportent experiments can be cited here because 
of apace linitations. 

It Wae mentioned that imeginetion, emotions, and 
"previously formed cognitive petterns" (beliefa and attitudes) 
affect perception. Murray? found this bernme out in sis exe 
periment in which a group of girls perceived malicilousneas 
to G greater extent in a man's pletured face efter they led 
played a game of “murger*®. Leuba and Luers® found similarly 
that « person's mood algnificently influenced bia perception 
of moods in the people in pictures shorn to him. Another 
investigator, Meilder, reported that a persen mey be thouyat 


guilty of a crime, because he “looks as if he could have 
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committed this crime” or vecause he hes the dispesition to 
@e such & thing®., Ant finelly cillig!® aemonstrated that 
people tend to fall to eee the mistake» committed by people 
they Like whille at the seme time ettributing mistekes, ¥ithe 
Gut justification, to persons they dislike. 


PORBATICN OF SELLIBPS AND ATTITUDES 
Another aspect of the relation between perception and 
beliefs and attitudes ia te »« feund in the following pas 
sege from Krech anc Crutchfields+4 
& belief (ani an attitude elso)** is a 
psttern of meanings of a thingjeeeIt is a 
product of originsi perceptions, of the re- 
organisation those perceptions ave wundere 
gone, of the cognitions created by such ree 
organization, etc. 
Theat ia to say, not only is pereeption influenced by beliefs 
end attltudes but they are in turn dependent on perception 


for the rew smterlala fron whieh they are mede,. 


RETANTION GF WLLIoe) AMY ATVTITOINS 
thet ebout the effect of the passe\c oF time om bow 

liefe ani attitudes? It is senerelly understse. that there 
Wiil te some Ceorgetting. Krech and Crutehfte1a*> adaltted 
thet whet one knows and believns chenges with the pessnge 
of time but erded the valuebie thoughts thet the effect of 
time sppears ",..net only fo errora of otiesion but fre- 
quently tn errors ef comaiasion as well® and *...fects ere 


£ 


created turough the preeees of ereniive forgetting.“ Adupte 


ing the lamsusage of Erech and Crutchfield, one mey adi to the 
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foregoins the process of “selective forgetting". 

Clearcut experimental demonstration of “errors of 
com:iesion" may be found in Eartlettts’* experiment in 
which his subjects, when required to retell an unusual snd 
Ssemewhset anbvifuous atory, tended to change the unfemilier 
content into more femillar meterial., “Selective forgetting" 
was recorded by Levine and Murphyt5 when they found thet 
their enti-Communist sudjects remembered anti-Communist moe 
terle#l better while the pro-Communist subjects retained pro- 
Communist material more completely. The sane study else 
demonstrated the influence whick onetsa eaettitudes have on per- 
ception, for the subjecte learned poorly that meterial on 


{iommunisnm wiich wes at verLence with their views. 


WEOISTANSH TO CHANG. OF BELIDIeS AKL ATTITVOE 

Though there is a tentency for beliefs and attitudes 
te| chenge with time, there ie a concurrent tendency fer them 
to resist change. This may se thuyught of as a realetence tow 
ward external influences which mizsht cause chense. Such «4 
phenomenon is to be oxpected in the Light of the fliniings 
of Levine end Murphy sirealy mentioned for there, the infore 
metion which was contraiictory to the views of the subjects 
was (aly perceived ani quickiy forgotten. Thus ws see that 
veliefa and ettitudes hewe "self-pretecttive devieca"t6 ens 
that they "not only twist end warp dete onl thus meintein 
themselves but create new date for selfeince poration and 


thue grow in intenatty "27 
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OTHIR PACTORS IRPLUMECING OLS CTIVICY 
ffect of Length of Acqumintence 

It is obvious that the rater's judgement of the ratee 
is of little value unless the former individual has been ace 
Quainted with the latter one eufficiently long. Yet, as warn- 
ed by Burtt, 28 there comes a time then, ae tie length of the 
acquetntence increases, the aecurecy of the ratinge decreases. 
Burtt aeeribesa this phenomenon to, (1) the naturel reluctance 
ef thie supervisor to tmply thet iis suberdinete hae not la- 
proved under his leadership, and, (8) the equnily naturel 
tendency of the supervisor to identify himeelf with the old~ 
er subordinates who are more nearly like him in aye and Gie 
perience. Steckferd and Bissel1+? foun] mathematical proof 
of these tendencios and commented, "...the longer one has 
known another, the more scceptable becomes the other's pere 
sonality." 

Another ssrect of acquaintance affecting tie asecuracy 
of juigemente is that detersined by the ceoniitions under 
which the acquaintence wan made an! wsainteined. ££ supers 
visor*s ettitude toward a subordineste wom he knews only on 
the Job is likely to be quite different from his feelings 
torair! one with whom he associates while off duty. “aperi-~ 
mental suppert of this generalieation may te Pounml in Zilligts 
dewenatration, slreadp mentloned on psve 12, of how people 


tend to overlook mistekes made by pervoma whom thoy like. 
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Relative oirficulty of 
dwiging C1fferent Treite 


It haa been found that raters can juige some traits 
more reliably than others. This phenomenon may be attribute 
ed to factors inherent in both the raters end the qualities 
being considered. The raters, due to their own disparate 
eultural backgrounds, may be uncortein as to the exact mean- 
ings of the terms used on the ratings forma, or they may be 
doubtful as to just whet overt behavior Indicates the pres- 
ence of a given treit. Then cunsidering the traits, one 
finda thet these which ere simple an! lees cuumples, end 
those which cause behavior culminetiny in tanglole results, 
are re securetely estimeted then aro the complea charatter- 
istics, or those which leave little concrete evidenee of 
their existence. Stockford emi bissell reported, Cor instance, 
thet "dependability" and "quality of work" were more reliably 
judged than “morale” and "cooperation".“° These results 
support earlier similar findings of Yollinseorth,-+ & fure 
ther difficulty attributeble to the traita themselves is 
touched upon by Stagner in the words, "Things which heve the 
game name are not necesenrily the sang e.g., courges in face 
ing a wild snimal is not the same as cuurage in facing adverse 


public opinion."2* 


Generosity hrror 
When it comes to describing their fellow men, human 


' 2° make 
veings are essentiall) Kind. Steson"° fowrl thia in cennec- 
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tion with the research incident to the design of the present 
rating system of the U. 2. Aruy. His resulting comment waa, 
"Tough not 4 necessity of ts Logie involved, those iteus 
which tend te be used moet often, 1.o., are generally "pre- 
forred!t by raters in deserlbing others, are invariably more 
favorable items--alee tings to aay." Crenvach named this 
tendency "generosity errer™ ani adden, "It is common /to find 
GO to GO perwent cf an unselected croup rated tabove averuge' 


because of the urge to speak favorably if possivle.“* 


Error of Central Tendency 
Related to generosity erro: is the tendency of the 

rater to merk a réotee about wnom he hee insuffictent informea- 
tion “average” or near “average” rrther then confess his Lack 
of knowledge. Guilford” named this phenomenon the “error of 
central tendency". Unquestionebly, when forced to nese as 
to the qualifications of on individual, one will enjoy the 
greatest probability of being correct If he cuesace that the 
ratee is averace, But service retin-:s should be bared on ob 


servation and jucgement an’ pueseineg ia out of plees. 


Logical Prroer 
Meany raters will reason that vecouse the ratee ex~ 
hibite a certain trait to some degree, he ale. nosseue ' 
certain other traits to « similer Gegree. To their way of 
thinking, ell of thet perticuler group of trellis are reelly 


the eee tuing or at any rete, they conatitute 8 aynirome. 
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Such thinking fs fallacious and we ese infevted to Groene 
for focusing attention on it and aptly neming it *"locical 
error ,26 

There wan soma indication in the “toekford and iesell 
study previously mentioned, thet the reletive proxivity of 
certain treits em the scale will heve an influenre similar 
in effect to logicel error, In other words, the juigement 
made on eae trait affectec @ilghtlir hut mensurebly the fudtge= 
ments made on adjacent traits. Thre authors stated thet 
" .e.the differences in tho inter-correlations vetween ratings 
of the same traita varied from 4.01 to +.26 depending direet- 
ly wpon the chenge in preximity of the traite from one seale 


to anothereee wet? 


Halo 

Closely related to logicsi error in ite cause is the 
"halo" effect. It lemde the rater to sadwwae thet Gecsuse Mla 
general impression of the retee is pood (or bed), the ratee'ta 
sioWing in all, or in a mejority, of the treits on the reting 
ecole ie good (er bad). elo is generally deplored by avyutiyor- 
ities in rating, with one exception, mmi, ## will be discusa~ 
ed in the next chepter, muci, design effert has veen expended 
ori the problem of how to prevent or minimise it. The exoep- 
tien referred to ebove is Walter ¥. Bingham wie feels that, 
ts some extent, & Neale effect is acceptable enl proper, ine 


i 
aeecd inevitable. In support of this belief he wrote, °° 
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« 
seselt Ls not tae rater eslone whose rence 


tions to the candidate are in queation. He ia 

wat trelerl or OUHE TS. ees 0s es ee Be wil react 

to the subject, not as a bundle of ieolated 

traits, but es & person wit! certain duties. 

fhe juigements eni responses of all these 

people wilt ng me and inevitebly mente 

feat a helo effect, whi isa, in part at leant, 

valid, 

pifferences tn rurposes of Raters 

it is generally acreesd thet pralee ia more offective 
than reproef in most situations, Oeflnitely grester motivae 
tion resuited from praise among school children in an exparie 
ment reported by Hurlock,%% Sophisticated raters ers aware 
of this phenomenon and, unless they guar) against it, they 
may a@liow thia knewledg¢e to intluence thelr ratin,;s to the 
extent that they give higher marks than are deserved on the 
besia of performance. Tome may even go so far as deliberate» 
ly to give bigher markings in the expectation thet euch marke 
will apur the retee te greeter effort. The reter vould de» 
eerive this preetice aa “giving the ratee something to live 
up te" and would seek to justify it on the ground that he was 
Luprovins performance oy LDossting the morale of tue ratee. 

fhe effects of fruetrotien have Leen Jenonetrated ex» 
perlmentally and well reported, The individual sudjected to 


fruetrating circumetances nas the choice of resorting to 


@ither edevtive or m@ladaptive vehrevior. Desirable forme of 


adaptive behevlor which are mucet likely tic be encountered in the 


reting altuation ineliude etch effect& as intensification oF 
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effort and reorganisetion ef onets perception <f tlm problem. 
Maladaptive behavior in the rating situation probably would 
inelude such adjustments as azyreasion, regression, with- 
dreawel, and reationallzetion,. 

Many raters, even those lacking in formal psychologi- 
cal education, are cognizant of the possible results of frus- 
tration, at least to the extent that they recognises that, 
though frustration may cuuse incressed effort, it mey cause 
instead, withdraval or quitting, Neallisation of this may 
lead a reter to leniency in rating, because of 6 desire, er 
preference, for relying on the known good effecta of praise 
rather than risking the induction of the Meleataptive reepcnse 
of withdrawal by imposing the frustratin: experience of a low 


rating. 


Differencos in “terndarda 

It hes been said thet “Individuelse differ with reepect 
to elmost any tusen sttribute we ere to measure, "50 Private 
standards of cumperison ere 8 personsl ettribute, a compenent 
of personality, end, therefore, wlll be found te differ from 
one individuel to the next. Like other personality factors, 
atenidardsa of comparison rare a product of the individcual's 
innete characteristics and ell tse countless influences of 
his environment. The iluportance here of Jifferences in prle 
vate standards of comparison llesa in their influence on the 
rater’*s judgements, Variations in the siamiard of comparison 


ovviously w1i1 ve reflected in variations in meanurements. 
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Ye have seen that the service ratins, process is an 
ettempt to measure en aapect of persunslity. It does this 
by having the rater endeavor to describe an! record his pers 
eeption of the ratee. The point was meade that perception is 
likely to ve particulerly biased wien judging people. ine 
ducing thia bins are such powerful psychological influences 
@e the percelver's memory, imayination, emotions, belielra, 
and attitudes. The interrelation between these factors and 
perception war discussed wit. emzhasis on the proceas in 
wuich, (1) beliefs and attitudes, formed, aa they are, from 
biseel perception, are retained and further biased by se- 
lective and creetive forgetting and, (2) sudsequent percep-= 
tion le rendered further biased and selective with the result 
that beilefea and ettitudces tend to grow in strength. Further 
discussion described how inaccuracy in service ratin sc can 
come from long or frienily acquetntance between rater and 
ratee, variations in the “(ifficulty of julging different 
traits, the innete desire of most men to speal. well of others, 
4ifferences among, reters in the results they hope to achieve 
with ratings, ani differences among ratere in stanieris of 
comayparisona, 

This is the meterial em! theee ere tie conlitions 
with which the designer en! conetructor of smrelice rating 
feviees ari procedures mest work. He is attewpting te mea~ 


gure that whieh is difficult te define asd wileh, in the 
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21 
present atege of development of the science, can Le measured 
in no other way. Me is using fe sgents, creatures whose pare 
formence is umreliable end whese purposee in rating often 
G@iffer, And finally, he is measuring agelnst differing 
standerda,. 
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PART IT 
Chapter 2 


DEVICE? AND PHOCLO UMA? IR 
SLUVYICK RATING 


In the quest for a solution to the difficult measure- 
mont problem diacussed in the preceding chepter, many differe 
ent reting forma and procedures heve been tried cut. However, 
they tre all aimiler in thet exch le essentially « meena of 
obtaining a written description of the ratee in terms of 
traits or behaviors presumed to de indicative of tne prea- 


enee of those traits. 


GRAPRIC RATING SOALE 

fhe most widely uscd rating form ia the graphic rate 
ing scale. In its simplest form as shew: in eppenidix A, it 
conelstsa of a list of treits with short lines or greduated 
scales opposites each trait. Qne onc of eneh trait seale rep-e 
resents posseselon of that trait to « moximum degree wi.lics 
the opposite en! corresponds to 8 cinimwun degree of posseasion. 
The form ia used in reting by “checking”, or otherwise meriting, 
a polnt somowhore along each trait scele which is judvred to 
indicate the degree to wW.ich the retes possesses the corre= 
aponding treit. Thie builds up e deseription ef the retee 
in terma of the treits marked, 

&a atated in the foregoing, the emia of the treit 
scales reprenent anximam and miniaus posecasiun respectively 


of the indiceted traite. But most grevhic rating forma go 
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go further tuan this, It 1s commun preetice to provide 
guidance for tha reter in nia clolee ef the spot to be 
checked on emch tralt ecale. Varying degrees of pesseasion 
of the traits are indleated oy dlatributing lavels along 
the trait acsles. The number of labels is usually three or 
five but it may be more or less than this. 

synondst, writing in 1924, reported that tke more mo- 
ture 4nd interested judges, when the tralt was a well dee 
fined ene such as "nestneas”, eould prefitably use an seele 
of seven clases intervels, wherees, when the trait was @ 
yegue ome such es "tact", or when the judgee were Lometure 
or lmexed interest, only five or four cleas intervals could 
be clearly distinguished. fymonis approached the question 
from the standpoint of employing the mumber of class inter- 
vals shich would provide maximum reliability wy reason of 
full use of the judge'ta powers of dlacriminetion without ree 
fining the scale ceyond the point where these po~era would 
cense to be effective. He accepted as yermissible # losr of 
reliebility of 1.099% Jue to conrseness of the seale. From 
ecalculetions based on this, he concluded thet “In construct~ 
ing aceles for rating traits of personality the optitwa nun~ 


eB Guilford” declared that the 


ver of class intervala is 7. 
optimum number of serle divisions is five, while a More recent 
dizcusslon by Ghieelli end Brewn offered tre comment, "The 
beat thet cen be dome is to iiecover empiricelly tue optimal 


number of steps for esch scale."* 
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The space on the trait scrles between latels mey be 
@raducte*t to permit finer dletinctions vetween ratees. lowe 
@ver, the value of these smaller subilvisions of the @.ales 
is depreceted by many for the seme reasons glven slove Por 
not ugins too eany class intervals. 

The labels used mey bo merely eveluetive terme such 
as “excellent”, "good", and "fair", but tun preferred prace 
tice is te enploy deegcriptive phrases which define what is exe 
calient, and whet is ,oo8, end what ds only fair. This con= 
forms with the findings ef experimenters, tos ve diecussed 
mere fully later, thet Setter results sre obteined on rating 
se@les in genernl] which mene wee of Gescriptive rather than 
@evalustive terna, 

“coriny the Uraphie Seale 

feuring of the warkinge om the grevlhic sesle is ususle 
ly the responsibility of the eentrel personnel agenes. it 
may be accomplished in any of several wala, tue Gost comment 
of which will be referred to as, tne profile methuwd, the di- 
rect erlculetion methol, the graphic-computetioun metiod, snd 
the machine method, 

The profile mathod.” In ti.da pian the merkings tre cone 
verted into e profile b, simply connecting vy etraiont ilnes 
the points ciuecked on each trait scele or by constructing 8&8 
similer figure on e specislily prep» red profile sheet. uch 
graphic presentetione ef the imiividuel seores of vil the ra- 


teer mey be compered with atenderi profiles en. the imlivide 
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utils may be ranked in eccorlance lth tus Gegree wit.. which 
their profiles spproeach the standard. 

Profiles ere ugeful in determining the suitebility of 
an individual for « pesition for which tue mort setiefactory 
profile hase been determined. Lowever, thelr use sould net be 
practicable when compering the retinge of lerge numbers of 
individuels, or when any cf a nwaber ef profiles would be sate 
isfactory for tae job, a6 would probeoly ve the situetivn in 
the reting of Naval of ficera., The writer Knots of only one 
atteupt te determine the @ost satlafactery profile or prefiles 
for Maval officers. It is veing cerriled on in connection with 
tle leaxdersiip studies votes comiuctecd by Whe Okie ‘terete Unie 
versity under eontrect vitn the Department of tue Ravy. These 
studies will be discussed 14 their besring on "Crlterta™ in 
tie Next chapter, 

The direct caleculetiun metnod, ‘ating systems using 
this metiiok previde tie scale values, acoring »selgute, end 
apece flr computation enu t#suiation Girectiy on the rating 
blenn. It is a little used plan, Nowever, cecsuse Moat rat- 
iny, proceedures involve ecoring in e cantrel offiee ewrnere the 
ecexle taluen ened seoriag keys con « conveniently furpnisned 
seperbtely, thus steplifying omc reduclag the coet of the 
retim, blenks. An additionsl consileretion ina the desirabla~ 
Lty of omitting fron the retin, blenks any iniications of the 
réietive velues of twe tnidividual trelte to avoid the podsei- 


Sility of their influencing, the rever. 
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ium methert. ia tulsa procedure 





the macks on tue Lodivicuel treite are transfered into nue 
Mericel velues by Mesauring Glony the seeles 1. atlliseters 
or other sultevole woltse, Theee lndividual treit scores are 
ecomtined, in cecordance with tne scoring Key, inte an overe 
@11 score. Surtt© described this methed and a refinement of 
it in which atencila aid in pleking of f the scale velues, 

“hen acoring retinga is lerge numbers, eanual rou- 
tines vYecehe time and energy consuming to a. excessive len 
gree. This detrects seriously from their usefulness to the 
Wavy 

The machine method. “han large numbers of ratings are 
processes, scoring, by thea International Lusiness Becuines 
Corporation's scoriny mectine Le not only Guick ent securate, 
but eiso economical. ila order that this syeren may of uaed, 
the @ar.a muzt ve pleced on speciai aecoring aimete, in the 
gall epaces provided, using special “electra rephic® panellis., 
An tie sheets move through tue mechine at tie rete of sbout 
S00 per hew, electric Drushes praee over thee srid register 
an aleotrical impulse escn time they teuch the graphite of 
the pencil gerke. These impulson actuate the scoring and 
tabuleating mechenlems of tre machine which produce the anught 
after scores, he aneciai scoring shest mey ce asparete [rom 
the reting bienk or, B& in the case of the army's new rating, 
snew:s in Appendix kh, tee tec sey we priuted on the seme plece 


of paper.’ 
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Typea of Scores 

The overgll raw scores obtained by any ef the fore- 
going wethods can be presented in any of several ferme. They 
wey aimply be recerded as numerical raw acoree or they may 
be trensisted into letter sevres auch ae f, DB, U, D, or L, 
te. Cther pesasibilities wre percentile scores, stenier! or 
& scores or simply ren. order pveetitions. 

The numerical seore form is net a “ieghly regu»rled end 
reauit., Autherltles gemereliy Teel thet tne precision prea 
ently atteinasle in rating (a nut eafficlent to give mening 
to alfferences ian mamericel acores unless tiese differences 
are roletively lerge. eirrin® werne O_hinat recording total 
ratings nutericraelly i. values ceverin; a vide rame and adds 
that &2t is better to use ratings ef A,B,C,%, ond * then to 
try to explain why one man is retod 240 an! ancther 240 on 
@ seale covering & reaage of 200. 

Ranking ie a eleplie precedure ond ta easily understood 
by everyone, Sut it suffera from cone importent shortcuming. 
Purtt calla attention to tals weekness «iti the worts, "There 
ig noting toe indicate whether the ste.se between succeagive 
pairs of renka sre equal or otherwine, eeee"s” 

The pereentile seors en’ the & seore tik.t Wuco to ree 
Commend trem. The feemer La ree iily wmdereteot ami, in a 
eonae, fay twe percentile seores are comperacle, Kovever, 
one Bust refsember thet e difference of lrea garventile units 


meer the atiaédie of the ikatribution of seerae refiexsta leas 
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aifference in ratings then tue seme differences in versentile 
wits *t elther end of the dlatribution. Thou less easily 
uaderstoud by the persun eho Ls not fealllar «Ltt: tue selence 
of ateatistice, sz scores sre free from tiles differanes In vel- 
ve between the middle of the distribution ex i toe emia. Pure 
ther, ali g seores are fully comparable with each other sad 
they have edded utility in thet they can be averaged, 


Veighting of Traite 

It ia oWUvicus thet soma qualities ore eocre tmapoertent 
to success in eny perticuler job then are otnersa. Secuuse 
of thla it is wenunliy deelreble to e.opt a vystes of scoring 
im whieh tue me rks on teo wmure lapertint traiie sre made to 
®eount wore” in tuo overall] scomw then tues on tue lees ine~ 
portent items. This welenting is swecomplisted by multiply ing 
the Gerks on s@lected traits by nuwbers (Weleata) before cane 
puting tie overnil geore. Usaellig the wihights Ore integerr 
greeter then unity. 

Tae megnitudes ef these multipliers are tatercined by 
expert judgement. Persens experienced in the requirements of 
the job for wiich @ rating evitee is belug designed, are re- 
Gu¢sted separatel / ue seotem what they consider to ve the 
proper weizhts within a preeeribed renge of values, The me- 
diens of ewes Judgements, normally "“reunded off" to the neare 
est integral value, vecome tw official scering wel hts. 


DarGle descrived tie use of tale srecedure in en sctuai de- 
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aign situstion.2° Another convenient method Lavelves has ing 
the experte list the job's principal traitin im tae ormter of 
thelr ieportende, From these neainatlong walykte Gay, te de« 
rived, besed on tne Frequency with whieh ewch trait is men= 
tioned, A third method was used vy Kneuft?t enose group of 
experts used the “j.qual Appearing Intervels" tech®ique of 
Le L. Thuratene tu choosing their weaighte., It Ls roadliy 
apperent thet fn each of the taree foregulig pretecduree, auw 
sigmment of welahte Le beamed Ga the “fees valiaity" of the 
traits veing considered, 

purtt*® orrered « Cvurth uethed ef detemeinin, scoring 
weights based on the reliability with which the treilta may 
he juigea, 25 that Lae, thw eatent of concurrence between two 
juiger in eatinetin, the seme trait or the Joyree of auree~ 
ment uetween successive eatinstes of iMe seme treit by the 
Some judge, He arawued thet @ sighly rvrelletle trenit map be 
given & meevy wWelght on the Gesumption thet, since it La 
aifrfleult te detemsine velidity, it is better to deal with 
the @ore reliaxule treitie«e. Bexsever, if tee Juices con ee ves 
wore closely amumg tiiemselves on some treite thes on others, 
the former e@houwld be «iver more weight hut veesuge they roe 
lete mere closely to proficiency oa the jowee wut becéeuse 
(he ratinga themeelyer wsme aeerex te Seing & trwe meting, of 
vhe surt reliable traits, 

fne writer questions tiw Sesirevdility of essioning 


welehtse on thie S@sis. VUnideustediy it will tend te iepreve 


ere ste Sina ge 
o14 gtrWwhae Silebere) dents eur Se Kees «9 
Rona scmrctet Apmclasnapesiremerras.- 
ives inbeete ts calte, Arent 6 bevy 
ee) ess) tee ee ee 
ba) Remehed soiterwuns WD fede ke jer Vea a 
sents ie weit Hd i wee all al bed reet lJ 
ad Died Ses ai we terehees Widstees 
bs ye) Tie Kita ea 6 Hur cel We elke 
Of 43 eaake 7a) eadsperees car a tober (emt © bully 
dite feat ot welded «i ac ,Wouley een Ww OE 
Weyl Gk tepal e W prereetall” .cares Ure we ee 
Se en ee es ee | 
ohm Yul? Lideers tee Vdiloe wu cooly a Khim Det 
senshi’ ge SSee, aa ve veedieS x > plats brew WD | 
We Sal ie i) © sel ot cosees wie dei beets ikwtet we 
pee? cial emt 
etre tyee Se wliddeiseet wd cosddees) cosien GF 
eres at we? itdw if Utkeieeee islead 610) ec edly) 
























, sO 
the reliability of the roting device, but, although validity 
ie dependent upon reliability, heavily weightin, an unimper- 
tent trett seems likely to undermine rether than bulater the 
totel velidity of the rating. Considsr a hypotheticse] ex- 
treme situetion in whieh a trait which can be estimeted with 
great reliability (for instance, vith a coefficient ef reli-~ 
ability of +.95) but whieh hae abgolutely no relation te proe 
ficleney on the job, hase soen included om the rating form. 


What possible value hes it, no matter what welght is assigned? 


Need for Contrel of Nelehting 

Unless aspeciel precsutiuss sre teken, the different 
traits may become wei-hted in a manner not intended. “If 
you ere not conetidering the verieaviiity of tne ratings on 
@ach trait," vrote Tiffin and Musser, "the treit of least 
important actually may be receiving the heaviest welybtes. 
ees hen combining scores-- regardless of the nature of tugem=- 
they weleht themeelves autowstically in proportivun te their 
respective varisbllities-- steunierd devistions,"415 garfint4 
aubsequentiy diecussed trie »henumenocin more fully and géve 
examples showing how the standerd devietion affects the 
weighting, even to the extent thet a completely inseccurate 
overall reting may result. 

The aathorg?5 recommend @untrol of wefaitin, b) trens~ 
forming trait raw seores into 2 scerea (stander. scores) uuich, 
aa they explain, me@y be Multiplied b&b tme weichte vithout fear 


“{ inmaceuracy resulting. These velgnte. 6 scores mey then be 
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OF 
teteled for each indivitiusl to obtein hla overall ataniard 
acore. 

A simpler device for correcting scores enl thereby 
eortrolling weighting was suggested by Gutlrorat® in the form 
of e veering stencil with divisions spaoed unevenly. The space 
ing would be besed on the difference vetreen a normal diatri~ 


bution ant the eversee of the aotural distributions of the scores, 


Advante ves of Craphie Scele 
The chief sdvantayes of the grephic rating seale may bo 
briefly atated as follows, Firat, it lists all of the traite 
which are important to the jov eni therevy insuren consldera-~ 
tion of each. Second, it ita easily understood by raters end 
ratees slike, Third, if it is net too lengthy, it may be fili-~- 
@d out oni used witheut an excessive expeniiture of time and 
energy. Fourth, it is relatively easy to score by and and is 
easily aispteable to mechins scoring. Ami fifth, Lt provides 
e apecific picture of the retee's strong and weak pointe which 
is useful to the rates eni to mene,ement, as has already been 
discussed under “OBJICTIVES GP WwTInu" on pesges 2 and &. 
Disadvantrees eof Graphic “cale 
fhe graphic seale, though extensively used vecause of 
its importent advanteces listed above, ia aubject to nearly 
all the errurs of @ pepchological origin thet are Likely to 
occur. 
Faliure to obtain spresd of scores. The moat rotolily 


observe] shortcoming ia the failure of the ratera to produce 
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@ spread of rating seores. That is to say, tiuey fail to ove 
tain enything appreximetin: a nornnml distribution ef seeres. 
Thorndike orete, " ..the veriatione in any single trait are 
Wauelly continuous. e«se.the variationsa usually clu.ter ae 


round one sui cnly ene typo,82? 


He was referring to, (1) the 
fact that Most peuple Will slow @ trait or ex quailty to en 
average degree or very nearly ao, while a [sr other people 
will ve sieve or below average, end only o very fer will be 
@reeatiy abors or velow average and, (2) there are no steps 

er elassee but vataner, s continwwa in the iistribution. The 
mathewztical expression of thie distribution Ly the Gaussian 
"voll shaped" curve. / through trestment of the character- 
iatics of this curve may be found in Adkins?$ or eny atcndard 
statistical text. Paychologlceal literatuze isa replete with 
further discussicun oni accounts ef experimentel denonstrations 
im support of the normel dietributieon theory. Simtilerly, 
most discourses on service rating devices and precevurses ad 
yance the view thet preperly msde service rating scores will 
rather closely appreaimeto am uormal distribution. 

An interesting exception to the uneniaity dererlved 
above may be found in the discussion of sercie retinge by 
kiosher and Kingsley 49 These writers feel thmt the wo cell 
ed "J curve" type of distribution ta te be expected for merit 
riting seores end, seorevvor, is quite proper. Their erguments 
are based on cleims that tie teheavivors recorded are inetitue 


tionsl veheviors end the populativun dealt with is o eclected 
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In saying thet there is 8 felilure to preduce 6 spread 
of asacores, referents ia msde to the tendency of raters to 
mark all retees high. This tenienecy results in a skewed cle- 
tribution which, if we follow the consensus of psychological 
opinion, dissgrees with reality ond makes necessery special 
procedures to prevent uncontrolled weighting, as wea mention-~ 
ed earlier. 

The problem of reliebility. The very form of the gra- 
phie rating blank tenada to increree the reliability of the 
rating. Ly requiring the separate conuideration of each trait, 
the tendency to rete on the basis of a recent event, an atti- 
tuce, & preconceived notion, or halo, is mininined to some 
extent. It is generelly svreed thet the resintance of the 
graphic fora to helo effect mey ve increased by arranging the 
individuel trait scales so thet the favorable labels aitere- 
nate irrezgulerly from the right to tue left enda of the scelem, 
Juetus®° recommended also eliminetion of all graduetlons from 
the treit seales (leeving only the leabele) ant’ syecing these 
labele unevenly. These measurocs will Cores the rater to reed 
the labeia on e@ch individual trait seale and, it is reasoned, 
coneider each trait more carefully before marking. purses 
end Gullrord®® suggested that the blank be designed to c&use 
the rating of e11 retees on ons trait orfors the neat treit 
is consicered. Fer eny consideraule wamver of retees this 


would require #8 sepérate sheet for each rates for eae. treit. 
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- 54 
The obvious ebjeetion to sueh a plan le Lts cumersossnesa. 
Another prectice wrhieG will uring the preter to Sore 
Phoughtful consideration of the rating ia te require that 
ench trait mark be substantiated ty 6 Urief account of the 
 petee's vehevior en wiieh the merk La based. 4 variation of 
this plen used by some, provides fer e avtetion oe to whether 
the individuel tralt nerk was vssod on actuel velavlor or on 
subjective Jud jement. 
fhe rating eyetes weed in the U. ©. Alr Fores for of- 
fieers (and descriled wore fully in a sueceeli., cnapter) 
strives for aceurecy by using & etenoverd booklet for each 
rpetee im which bay ny T*#y obeervations of significant vbe~ 
havilors «ere recorded by check-marking in aspprepriate spaena. 
At the end of the perio! when the formei reiting Le to ve made, 
the consensus of the rumilne recom La treneferred te s pree 
phic acele sheet vinich becomen the of flolel reting. 
hrrors caueed by faliure of the rater to understand 
the meaning of the treit nmawes may Le reduced by euhatituting 
for thes phrases descriptive of the behavior whieh widl indie 
cate tne presence of thoet traits, Fhkiea will ales temd to 
reduce the Jiffiecultr jue to lack of Anowled.. Ly the rates 
as te what overt belavior he bay tOi.e as am iniie® tion of a 
perticuler trelt. The superilority of Geauriptive phreses 
ever trait memes was demonstrated by Crockford and bineoll@ 
experimentelly., A elwe as to the reason for this wuperlority 


may be found in the writings ef Merble™* wry Congdiuded thet, 
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“While it mey ve emi frequentiy is a metter of cemsidersvis 
deobete whether au etployes is 'resourcerult or net, it may 
be relatively more simple to agree on whether er not the 
employse engages in certain obsecrvable ectivirties welcns are 
by agreenmcnt. & component part of resource? ulneas,.” 

The preiiem of validity. Validity le eom kt by, (2) 
using trelte wales relate clesely to the jel amt wilch are 
impertant to success in it end, (&) by making the rating de- 
viee and procedures as rell#itble as possiole. Criteria ageiast 
which to check velldity are esadiy Inadequate in most cares, 
as Willi be diacuseed in the next chapter, Consequently pay- 
Chologista ers Cenied the Luxury of selecting iteme empirie- 
ally en. muat rely on the juigement of experts Cer thie funce 
tion. Their hypothesis ie that if items enien are judged to 
be velld (and woten therefore must eppear to relete clesely 
end importantly to the job) ean ve rellauly reted, tue svere 
@li rating will be valid. Croneach's declaration that, “Ub- 
eervationse by impartial obeervera ere genereaily accerted as 
vealic if they cen be made reliable, "= Lllustretes: tuia ylew., 
A more precise satatemuent of the Pelatiun Leteeen reLiaoility 
ead vallodity, and one which further emehaaliseal the impertence 
of tne former to the letter, wea given by Adhine who wrote, 
“Thue Lt ia clear thet, except for chance factors, the valld- 
ity coeffleient of s test cennet exesed tue sguaore root of 


its relinbility eoerfietent.”*© 
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PORCH CL TPUTUNT OW GATING 

Attempts to secure an approximation of the neormel iie- 
trivation heve led to tae uee of the “Porsed Sietrivution" in 
eenmection with the gragivic @cnie ws shown in Appewtix 4, Por 
this teetmique o nuntber of categories from beat te poorwst is 
@stacoiished and the perecentege of reteec Bic my be oleced fn 
Gay c&tegery i8 preseri.ed. "hen veting, s@eh rates Lae cone 
eidered iu tevas of 2 single trait and then placed in the 
eategory seemed proper. Chen all have been rated sad ente~ 
@erised in ome trait, the procesa is repsated for the remain 
ing treites in turn, An Overall soore why Le cimyputed from 
the ratings thus performed, Tiffin suggested the Tollowing 
ilsatrivution for a rating of tiie types”? 


Category Perceenta,o¢ of wt teas 
fn the entegeory 


RE eitigamatn Bere 


= 
Fext higheet 20 
Niddle 40 
Noxt lowest 20 


=, rote Teo 


Ae sown in Pigure 1, page 37, thie distribution spproximatea 








the bell sheped curve of the normal dliatrivbution. 

If eonegcientlously executed, the forced cistrivution 
ayatem will tend to give e wore valid aeprea’ of scores, pro- 
vided @ lsrge number of reteox are rated vy the seman meter, 
However, where tie manker is met large, it is protelle thet 


toe gerit of the empleyeses unter eny one superviser will not 
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Parcent age of Ratees 


Highest Next Middle Next Lowest 
Highest Lowest 


Categories of Prescribed Distribution 


Figure l 


A DIAGRAM SHOWING EON PaoCal Bud vloTalbuTION 
SPPROALIMATHS NOmuAL  LolRhIbUTION 


cover the entire range frum best to povreet when compared with 
the merit of el] the other employees. JI auch vere tne case, 
a skewed dGLatribution for the ratings of cna or More vr the 
wupervisurse would be proper and any plen to force neormai dLge 
tributionn would work an injustice. 

The assignment of Neval personnel ise not entirely a 
randomized operation, particulary when detailing officers, and 
it is provable, therefore, that there will be differences in 
merit of the officers in one commend from those in another. 
Furtner, the program of retation of cauty frequently changes 
the memvership of groups of officers. ecaus6 of this, any 
plan of Corced distribution is unsuitabie for a Ravy rete 


ing syatom, 
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RAM OK a TOD 

Tt ite wnewn thet retere find it relellvely saeler to 
prenge their auberlinetes fs order from beet to peuwat than 
‘to Pete them using the cifectived or ceserigtive suraees of 
the usual grephic stele. Pile preeeture of remking is une 
-@s e@ forms] reting Proceiurm is seme o@sea anil ta known as 
the "Rank Order Kethoa", 

Ranking way be concerned only with a slagle overall 
quality such as “job perfornence" or "promotability”, or &t 











mey be performed of each of Envaral treite im sueression, It 
ie mot efflicted with the error ef the skewed dletribution 
sinee lt presents the raetees omly iA the omler of thoir ex- 
ecellence reletive to each other "ltheat regard se to hov meng 
are actuelly "excellent", “average”, os “poor”. 

Toile systes auffers frum the sawe disstivante ce. and 
aucultehleness for Navy uae Jiscuseel Cur tlw forced Wietriuu- 
tien Pystem. In edition, Like £11 syrtumn of vawiting, tit 
plan ia beSed on the erroneous aseumption that tne J1fference 
betwoon any adjecent pair of ronke 14 @quel, or mey be trented 
aa equal, to the difference batween eny other eiljsacent paix 
(see pasee e quoted from Burtt on pa oe &7). 

PATIRND CUMTAAL IONE 

It is relatively easy to choawe wiieh of seversl aen 
ke tne best and which is the powreet bat, ay one aApproacnes 
the meen of the distribu$ion, diacriminetion secumes more dif- 


ficult. An eb@ in thie situation isa the metnod of *Paired 
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30 
Comperison"” in whieh eeech individuel ia compared in twn 
with every ether, in the proup belnag reted, and a judveement 
ie made at cech comprrisen as to whieh isa the better. From 
these Judgements a rellgoie rank order can ve constructed. 
ha bn the Nank Grder Method, renkings mey be obtained on ea 
single overall quality or on @ series of espeeific traite. An 
application of thie methed to en actual rating situation was 
deserived by Lawahe, Kephart, arid BeCornick "9 Ratings were 
Obtained wlth a reported svers,e reliability coefficient of 

65. 

The mathod of Paire: Compertsons has on edditiensnl ad« 
vantage in thet 1t offers a meann of determining the relative 
veluen of the cifferences Letween adjacent pairs of ranks. 
Thurstone”” and ister Guilfora®® deserived fn deteall tie pro} 
coee involved. It is a workable ani setlsfactory proesdure 
Yor scaling itema for use on an Sttitude agale Sut is Llkely 
to require too much time for practical use in seoring retings. 
Purthernore, the product of thie method of rating is en order 
of ranks, whieh, es we have dlseussed, sheres with the Forced 
OLatrivution, 8 reel riek of injustice to cartein reteen, 

There is & serious dlasdvante;s attached te the Palred 
Comparisen Method. Gutlfera®t commented that it tekea too 
much time and ie “weerying™ to the judges, and reported thet 
e German investigator, L. "Ltmer, in 1694 criticized the 
method, efter trial, eleo en the grounds thet "1t took too 


much time", A subsequent group of invesatigetors heave expreaase 
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4% 
ed the comtrery opinion, however, o” 
Meathemeticisnese have shewn thet ehen aty certain nue 
ber of odDjects are te be paired atch witn every ether in the 
group, the number of separate patrings is given by the formu. 


Le; - 


where nis the total numoer of objects to be compered. Thus 
if only 10 ratees are to be rated by tuls meted, tie nusber 
of eeuperate comparisons will te: 


AOS dl 2 4s 


If comparisons ere te be made en more than one Guélity, the 
totel nuuber of comparisons will be ineressed accordingly. 
Heapite the technical excellence of the Paired Come 
perison Nethod, its cwmsbersoneness prevents tide uae of Lt 
and, couplei with its inherent risk of injustice to certain 


rateez, renders {t unsulte’le for Navy uae. 


MAN TO MAN ccaty?* 

The Kan to Man Seale wae developed by the Bureau of 
“a: esmenship Research?” end put to extensive use by the U. ", 
Aray in 1017. It was discarded in 1080 for the graphic reaie 
énd is mentioned here only vecause it served @s the proteo- 
type from wauich the graphic ecale was developed. 

The Man to Man devioe required thet lor exch tralt or 
quality, the rater set Up a manter seale Listing the nemes 


of actual persons known to Sim arranged in the order ef their 
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AL 
excellence in the trait. Nating censisted of comparing the 
patee with these master avales and agsigqning hia raenka or 
scoree equivalent to thors of the persons en the eeveral mes~ 
ter scales whom he resemble! the most closely in traits. 

The tes. of constructing theses mater ac&lea provea 
too latorious and thia led te tne aduption of the gravhie 
seale which substitutes for the comparison of the ratee with 
a master scale ef actusl people, a comparison with a serie 
of atenierdised traits or descriptions, Tris difficulty due 
to the meester scales is & reai disedvantage in the practicel 
situation. becenuse of this ani because there ass bettur ways 
of reting one's subordinates, the Ben to Man Methed le not 


palteble fer Navy use, 


CHECK LIS® 

In loo? Prost? began research to develop a new type 
of rating. The result bas been descerived as se "ehech Liat" 
beenuse of ita furm, As shown in a-pendix A, Lt presents « 
series of deseriptive statements wit! provision for the rater 
to checKemurk those wileh are applieable to the ratee, Coor~ 
im, weights heve teen determined by experiment for esa: Lten 
and the eum of the spights of the Ltems checked, when placed 
in the seoring formule (#lse developed by “trial and error" )°7 
yield a numerienl seore which La converted by use of « tavle 
into one of ten letter grades. 

A number of triala of the device using, populations 


ranging Preoa N eg 2O up to N s 3080 show © cunelitent ability 
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to produce dletributtons wilel appreximete sermel diateibue 
tions rether well." pelisbility cosffictents of +.78 when 
Bo wee 475 and +.919 foro smaller group were reperted™® 
witle valicity coefficlente, with supervisor jJudcesmente us 
Criteris, vanige from +.36 to +77 for levorers*®’ and fren 


+443 to +,.75 fer sev 





mtyeeicht publiie heaith nurses. *2 An 
extragridinsrily igh validity coeffilelent of +.028 waa re-= 
portec for thirty municipal provation of ficars with cone 
ference retings eas the eriterion, 1 

A veport of a sore recont use of the Prebst type of 
@enile hes been mede by Knauft. He constructe* two sinilar 
forms and obteined o relinbility of +.8@7 fer one of then*® 
and s validity, wlth auperviseors' jwlgesente es a eriterton, 
of +.59 for the other, #4 

In dilacussing the Probat acale, White wrote, "The 
evidence indleates th»t satisfactory reuvults can be eegured 
with ite®*® poster end Dbingeley aise regard tee syotem 
favoraviy though they warned of “seriocug techuical warsknege- 
ea" in it and !ecussed them et sau longth, #6 They criti- 
eiged paerticulerly tse sethod of ehelee ef scoerin: wei hts, 
the values of storing weights assigned, end the frank (and 
aypsarentiy successful) ettempt ef Provst to desien « devise 
wiieh wlll give « neerly mormeal diutribution of seorea. 

Recently, FPrebsat hes explained .ia ehelen of scoring 
weights end methess more complately anid bes relterated that 


ng UiG net seat out to foree ola tGeviere to rendar sos neormel 
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45 
distribution. Instead he reported, "Toe sole elim was to e- 
volve ea scheme that would place an employee im tue service 


group that would be generally recognized as correet for him,."47 


COMBINATIONS 

The never ending search for improvements in reting 
devices has leri to combinations in tie one form of two or 
More methods of reting in the hepe that e summation of advan- 
teges would result. The addition of the foreed Jistribution 
prevision te the graphic sesle hes been discussed already. 
It is usually achleved by dividing the seale inte vertical 
columis each headed bry the proper categories] decignation as 
phown in Appendix A. The Instructions for the reters using 
such @ form may meke 1t Gensatory that the districvution be 
followed or they may oniy urge it. 

A man to man rating way be ineluded on the combined 
form. If euch is the case, the rater villi find instructions 
to compare the rates to 6 list of & presecribel numver of in- 
diviiusls known to the rater, and whem he must rank in order 
from vest to poorest. As & result of t).i6 comparison, the 
retec is to ve assigned a rank equal te that of the indivie 
Guai on the list whom he most closely resemblea in traits, 

Further attempts to vobtein validity include requiring 
the rater to indicate whether, unter seme specified difficult 
situation, ce would prefer to hava the retee wit: Lim, be 
merely setisfied to have hin, or actually prefer not to have 


him. The subject is also approacned from tie Jilrection of 
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44 
requiring the rater to express his feelings regarding proe 
motion for the retee under eéech of several hypotheticel cone 
@itions — es, (1) a lerge percenteze of his peers sre to 
be promoted, (2) « moderate pereontare are te be promoted, 
and (3) only a small percentege are to be so rewarded. 

Lastly, a brief esaay or overall evalustionel atate- 
mont may be required or invited, In this the rater hea cone 
alderabvle freedom to est down enything of Lmportence which 
may be relevant and which has not been covered suffleleatly 
im the other portions of the reting. Thia is the most sub- 
jective porticn of an tlreaaly too subjective measurement but 
most authorities foel thet it should nwt be omitted, in saddie 
tion to eliciting information which might otherwise net be 
brought out, it hae the beneficial effect of gviving the rater 
the feeling that he has not been regimented excessively and 
hes been allowed to express Als own opinion in his own way. 
fTbhie is likely to be a sore important consideration as rating 


techniques of & more truly objective character are devised, 


POOLING ARD HAVIN. OF KATINGS 


FPlurel ratings. fhe well knewn principle that the re- 
ee 





Bultant of sssesements by eevermi juuges c@n oe more eccureie 
than an ayppraisel by a saingie judge is used in many rating 
programs. “The reliability ani validity of retings," wrote 
Guilford, “inerease with tine nwaver of judges 745 An example 
of the effect of increasing the number of judges vas reported 


by Bradshaw as follows: ** 
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CoefPficient 
of 


+985 ~865 +690 +595 





@uch plurel judyjemints may .e mete and combined in conference 
inte a single eppreiasl or they wey Le mace separately, withe 
out consultation, and then sveresed. lroponenta for either 
procedure can +e found emong the weutherities in the fleid of 
rating. 

Pavoring the conference plen are both Macc ull ough” 
and Yoder.°+ whe letter exhibited the extent of his enthu= 
slaan by urging rating by cunmmadttee even if necorsary, bee 
eause of lack of additionol supervisors with the requisite 
Ynowledes, to include as mexbers of the rating committive 
fellow omplsyesa of tha reteea, 

On the other hand, woth rirrin®® ena purtt prefer to 
secure the Gdvente.e of povled ratings by evers, ia, ratings 
mede individually, sad without discussion. Murtt wrote: 

It has been shewn in various eonnections 

thet gronter velidlty ia obtelned vy av~ 

erecing independent eatimetes than by 

having judges sit to,ether et «© comulttes 

end meke # jolnt ostins te. 
Lisowhere4 Burtt reported that in a study ef peoled judge 
ments, when tae Judgements of twelve judger were each corre- 
lated with the criterion tne everase of the twelve correle~ 


tions waa +,37. ewever, when the aame twelve Jmigesenta 
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46 
were combined into a single figure, this cumposite JuJgenment 
correlated +.46 with the eriterton.5§ 

Pronst'sa scale end aecompanrin, Lostructionsa indicate 
that sheir destyner agrees with Tiffin and Burtt. Tpaees are 
provided opposite eren Lltem on the seale, for checkemarking 
by thres raters, The directione promise thet better reagultea 
will be achieved if the second and third reters w1iil cover 
the columns conteining the checkemerka of preceding raters 
and perform thelr own patings uniafluenced by those marks. 

Review of retinas. ieview at higher ectlelons ol rate 
ings mete at lover levels La another pessaibility for Uaproving 
judgementa, Ae mentioned shove, tie Probat acale provides for 
Paéting Sy three persone, with the instructions recommending 
thet the raters make thelr judgements in tnverse order of their 
seniority. Although, es explained above, it ie intended that 
each, perform hia task innecent of any knovledye of what hia 
predecessera have cone, obviously the Knowledge thet the rate 
ings performed by juniors will be compared with ratinizs 
mede by their superiors will have the effect of "review at 
higher echelons". 

The U. &. Aruy, the U. 2. Air Force, and thw U. GS. Civil 
Service erch follow the practice of review at nigher levels. 
Specea are provided on thelr respective rating forns for the 
setion ant signature of the roviewlng of ictal. The Civil 
Servieo in addition requires tnet ratings be reviewed and ap- 


proved vy a committee. 
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a7 
When prepering to implement a new retliag deviee, °© 
Army Laveativeters conducted experiments to determine the 


Value, if any, of review of ratings. They found thet the 





validity was improved a statistically signifivent 
end therefore ineludeci the review procedure in tielr new 

The practice of requiring substantiating statements, 
(eee pege 34) theuch Lte primary purpose is to cause careful 
thought by the rater, may slec be cunsidered a measure to 
facilitete review. This is true even in a eystem in whieh 
retains ere accepted ani Tlled ea made. The substentiating 
stetewments will al.) the central personnel egency in evaluete 
ing tho ratings, attact:ing significances to those on wateh 
the subetentiatia statements Incicate accurate ratings and 
giving less consideration to theae on which the statenente 
fail to support the marks given. 

WET APPRCACE 

The product of e relatively new approsc!: to the probe 
Lem of rating wee placed in ragular wee by tue Army in Led’, 
It employa tio ferced cholee technique principally and, cone 
gequentiy, hes come to be Known es the Armayts New Forced 
Choice Mating. It is the outcome of nearly teo years ruwk 
Uy & group of peychologiate in the Army, luring which they 
had the acvantago of carefully controlled tests of the device 
an rating almost 50,000 officers, The resulta were veported 


to be quite goo ani the device wars declured, “definitely 
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; 43 
superior to any other yet devised smd tested in fuifliling 
the requlredents of an adequete rating syotem for Army pure 
posea==...7% 

Tne forced chelee technique hal been nuel vith some 
euceesn in personslity mekeurement, The Jurgeneen Clagseifl- 
eation Inventory and the Shipley Personal Inventory being no» 
tatle exmmples. Their purpose, whieh they aechleved to an ace 
ceptable daprec, wes to secure & true measure of an individual's 
personality despite the tendency of most geople to conceal whet 
they conaider are undeailrable or socielly unseceptable espects 
of their personalities. his technique for fereing the ree 
spondent to reveal his personelity was ecepted by the Arey 
paycholegiats to forcing the rater to reveal his resi opinion 
of the ratee. 

A more detailed description and diseuaslon of the 
foreed choice ratin, will be found in Chapter 4, 2am? If. 

WUMDS.P CP TRAITS 


Nethesctioel conside 


hea been concerned with attempte to lapreve reliebility anid 


rations Thus far tue dLlacug@ien 





validity ty refinements of rating devieas, design of different 
rating methois, and by various combinations of method and de- 
viee. Mathemsticall; it sas been shown ther inereasing the 
length of a psychological messuring instrument Increases the 
reliability and validity. The formulae asahowing theese rela- 
tions are as follewve: 


(a) The general fora of the Spearmen-frewn prophecy 
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40 
formule for predicting the reliability of e teat of increased 
length is2°8 


Yr mr 


4 , 
_ L+(n - L)r 
In whichs 


? is the predicted coefficient of re- 
liabliity of the lengtuened test. 


n ia the number of times by which 
the test has been lengthened. 


r is tne coefficient of rellabil- 
ity of the test before lengthen- 
pe ey ts ® 


(b) The generel formula for predicting the validity of 

a teat of increased length fare? 
re, 
Eee 
"(nx)y ® Se 

Yr . 
[A To Pex 
V n 


In whiehs 


Pinx)y Ze the predicted coefflelent of 
validity of the lenethened test. 
Pow La the validity cvefflelent of the 
. test befere lengthening. 
Pxx is the relifeability coefficient of 


the tost before lengthening. 

A vasic essumption underlying the above formulae is 
that each item of the lenethened instrument measures some 
rolatively unique quality. Hathemstically stated, the assuape 
tion is that the items correiste low with each other, 

in favor of a reduced number of traits, There is a 
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19) 
requirement of uniguences. Lewehe, $n desoribing the hele 
effect, wrote thet the tendency of raters to mack an indivie 
@ual avout the seme on each trait “suggests that the many 
gifferent tema are, in reslity, measuring about the seme 
tuingees”™® The soventyereven reters participnting in the 
atudy reverted by Stoekfor? and Pissell reacted te only three 
basic factors (technicel proflelensy, mental protletency, and 
socinl preficilency) even though the rating scale they used 
veo made up of considerably more then thee teams, Ot & Tete 
ter anelyeis by Dwart, Ceashorse, an’ Tiffin of 2180 ratings 
mede on a twelve trait acale caused the inveatisatorse to cure 
@lude thet, "worker competency could be rated on one or posal 
biy two 'treits’ as well ee it is mow rated on the baala of 
twolve 8 

The casw for a larger owmeber,. An Siiewer to such crite 
ieLeme can be fourl fn the writings of doth Pingham and rroevet,. 
Tho former, in veply to the question of why raters should be 
reguirdd to record trait ratincs when tiey cerrelete ae cloge- 
iy with the final overall catimete, declared: © 


eeeGh overali fudgenent fe more ilkely to be 


vorrect if made after tle rater'sa ettention 

hea been focussed euceessivuly on acvernl of the 

candidete's scecifle traitas, 
Probet bes condemned what he calls “Overloeded Yactors", Ltems 
oh rating senloa wilich are too alleinclusive cuch oa “Quality 
of Fork, 54 Koreover, Ewart, Yeeshore, and T1Pfin did net 


clese the deer completely on multitrait cuting sealea, Alter 
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- 52 
reporting their Timiings ae deserived ehuve, tuey called ste 
tention te bhe apecificity of those findings und rg@vanced 
tne hypotheals that tmpreved retimys would be powsei i. on a 
multitrait senale weich wes seie up of a number of unique Le 
Loma, © 

Looking at the field of physical selence for a aswent, 
@ne will recall that an accurate aeasurcement in thet sphere 
ia not the result of « single ovsorervetion, but retiewr, 1t is 
the averajo (or some other mensure of central tentencr) of 
the regulta of severnl observations. It 42 quite powslule 
that the use of a rating sesie which expleya ratings on 
twelve or more Ltems to “weascure “one oo pesasibly two" feo~ 
tora of worker competence ia 1 sirllar proceas of svernging 
the results of acversl observations. 

The writer wes unable to fin’ reports eof any xetuel 
reliladllity or velildity cemparisena vetween ratisn,, senles 
whieh sn been shortened, teceuse ef the findings of « fre~ 
tor aneiyeies, enc the long forse of such acalea. A comperie 
pon of thet nature would be a frultfal research project, it 
Z@ believed, end the writer aubmite that eny judgement ea to 
whether a short or 6 lon; rating form La tee better should 
areit the outcome of such a test, 

A finel comsiteretion in favor of 4 multitralt seale 
enerces when ons realizes thet @ rabing on en eboreviated 
acale of one or two factore will afferd little infermeation 
on which olther mane pemwent or the eopleyee can bane action 


Leading to taprovetent of tue latter. For Lnateance, one of 
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the factors leglated by Uwart, “eeshere, and Tiffin eae "Able 
ity to de Preeent Job", Is it likely that menagement or the 
rates ean dc much torard improving the ertes in tnhia fretor 
Unless ties specific shortcomings us related to Jeb performance 
are known? 

The importance of taa rating in eaployee Lomrovenment 
was stressed asrly in this tnesia (poges @ antl $) ang Lt will 
receive furthor attention leter in conmeetion with the trenate 
ment cf the practice of showing the retes Lie patinge end Qa. 
Cuesing them with hia. No design feeturo which saerlously lime 
its the usefulness of the reting in the lmportent fumetion ci 
employee Luprevement ahoculd be acopted, 


FPrecties] consi 
sijner veslet the blandishments of the advocates of the abbre= 


Thould the rating secle de» 





visted scale and plan # menygeltemed device to eld the thinking 
Of tite rater, ax suggested vy Dingwen ami by Probsat, end to 
provide a basia for employee improvement, ne muet, neverthe~ 
Less, guari apeinuet meking ils eeaie too Long. Ne muat cire 
due Gwaideration te the very real fectears af cost of the 
form end of its a.iwiniatration, and lhe must lieve care Lost 
he induce a perfunctory ettitude in the rater. br folating 
wpon thes a form wiiich requires an exceaslve amount of their 
time and energy. 
ADMINISTRATION CF uf TING PROURAZ 
howling ratings to vatesa. Isplicit in the objectives 


of rating is the requirement thet the rates see hle ratinge 
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Halsey, 8 Yoder, ©” ans Probst, & in common with many other 
authorities in tuis fleld, have agreed tuat proviaion ahould 
be made in every rating) progrem for the employees to see, or 
be informed of, tueir ratings. Scott, Clothier, Mathewson, 
and Spriegel also recommended a posterating intexsvlew between 


rater and ratee and proposed the followin,, statewente for the 


Pater to complete in planning the interview: © 


How I Can ilelp Him To Pe More iffective 
On His Present Jobs 


He should tbe given additional instruction on 

Ye should be given adJditionsi experience on 
such jobs aes 

He should study sucn subjects as 

He ahvould change his attitude as Follows 

There is nothing more I can do for iim beckuse 

Remerxna’ 


iE EE ES a le 





More recently, Arastrong wrote of the poste-ratiug ine 
terview, @° After some discusgion, he proposed tae Porm sown 
in Pigure @, pege S4, to ve printed on tne rating blenmk and 
to be used in preparing for the interview. In adiltion, he 
offered the suggestiuns for aetuni contiuct of the interview 
shown in Figure 3, paye 5S. 

Who should rate. Obviously he whe has the most accu- 
rete knowledge of the retee showl! perfori the retin, eg no 

<isagreement relative to the stetement ac vyolced here will te 
encountered. However, the question often arises as to whether 
it Might not be better to utilise retings mede by the rates's 
peers or hie subordinate® instea: of those performetl Oy his 


guperiora, 





Reise eee 
© SSD Sa tainey ol Ue Wwe 
mek tad ot” evateealel a0) ogi ciFeewer af be 

erryerol Os rovlade Taubes “it Nin lived’ old orn’ 

TT wD 

<unen itor mit iad oie ot Glaueivde astey Leeds se” 
oo Su gelsir tp adie, bisedd asley aill'Se M dees Ole 
wf Hite wad henioy st Avmenduts SI <i" s tidied Jalil 
waiver ov «es Serine nas golive, ay orrerel ol eKelem ous 
tomker alt WH whee pauldin wtdiiru od qeaee! 60 Toe tune Ob 
OL) ce lewre tee) evcwt! ta abate! sovealinde: Off a ovens 















tr gue 


4 


RATING POUS 


TOAITS ; ; 
: 5 
: : 





PLAN YOUR TALK 


TO MAN 
TAIZ. TD HIM Tia TLR PO His 
ABOUT THY SN ASVUT TA. F 
FIROT 
‘Favorable Remarks) (Unfavorable hemarks) 





PRIA @ 


Fomr To ALY BATOR 
InN PMEVARLEG 
POR POST RATISG IMTURVE 






ww 
—— 7 7 a a quam Gan © 







nr et ee -« ORR ceume 
ore 6 Ae! ie eee 






55 


, "Ty yl 7 et F it ew is7. “he fi wee eo 
ber, +e Ae LRT Pe ws And its 9 a ~~ " fd as ihe a: ra ef 


@ FTnole 


nel 






*qof stu sacuy ‘100d SOTIBSPUeaTY *IevtoOR POEH 
=— —_ _—-—-—— om ~* i a. Sa 
*psOosl 8 sume "But 
: 

U3 UT equted poas zeygo *HIO08F BUY QTM : -482 unok jo squyod peed 
UQZTA @pPNToOUGD pus QBecer Suaia 8,9gWUR UTS AOTTISCOY Rurssarcqgs £Q Qne 448956 
: : 

III dns : Il dks: I deat: 





56 

There is a general feeling thet retings by onets peers, 
the so called “buddy ratings", were more accurate then supere- 
visors! ratings. Army psychologists used "buddy ratinge”™ to 
standardize tine Army Forced Choice rating fora’? and subse- 
quentiy, Yherry and Fryor reported finding clearcut superiore- 
ity in “buddy ratinge", 72 

An Arny study reported by Bittner showed that 789 of 
a group of 1600 Army officers preferred not to be rated by 
officers of equivalent renk while 77% of these same 1800 
officerae preferred not to be rated by thelr juntora./° If 
these attitudes are typical, it seems likely that ratiny by 
one's superiors will continue as the usual practice and there 
remains only the problem of selecting as the rater, tke supe- 
rior with thie most sdequate knowledge of the rates. 

How often to rate, Although there hee been no experi-~ 
mentel evidence obtelined to answer thig question, autheritios 
writing in the field ere generally in aecori in tuelr recone 
mendations. Halsey /* and Probet,’® for example, recomended 
ratings twice each year, 6» routine, witn more Crequent rate 
img? in special situations such &s & ruplidly expending or 
shrinking orwenization and nev or probsetionary emploreees. 
Probst suggested in addition, that ratings ve performed on 
employees avout to be transferred. Goth men oppose the prac- 
tice of allowing en excesaive perivud to elapss bvetvoen ratings, 


warning of the danger thet the raters! memories will be une 


equal te the test whieh will lead tnem to give undue weight 
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to the more recent performance of the rateea. 





nmr the reter., It has been suggestei by some that 





poor rsters be identified ani relieved of the responsibility. 
& capacity for correctly juigings subordinates is certeinly a 

Gesiravle ettribute of one in authority, an. in tie Light of 

that consideration, the performance of &@ ruter may be seen 

ag ono measure of hie suecess as a superviuor. Further, rate 
ings of raters would be on sid in rater treinin, just as rate 
ings of employees ere helpful in employee treining. 

Probst recognized the need for locating the incompe~ 
tent retere and pointed out how hia renting syetem will fae 
cllitate this, /© Yoder discussed "rating the reters” in 
connection with his pian for correcting ratings to a compare- 
ble vests’? and “hite proposed stetistical enalyeaie of ratings 
in order that, ".s+. inexpert or careless ratines officials can 
be confronted with the sometimec foolish consequences of their 
Leck of care," 78 

TRAINING OF RATENS 

The foregoing discussion has Leen concerned Largely 
With technical improvements end design of rating Javicesa and 
procedures as they relate to the struggle for inereesed re- 
liability and validity. Valuable as these element gre, most 
authorities agree that the moet signifieent factor in @ suce 
cessful roting plen 18 an evlequete rater trainin, proprala. 
Turning to the writin, s of White one finds the following 
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It in indeed now generally held that the form of 
the rating instrument is less important than thorough 
training of the rating efficers in the art of evalua- 
ting subordinates, 
Bittner, 2° Knowles, 24 and wiffin, O° te mention only a few 
others, volced similiar views, while Driver8% even went so 
far as to advocate the retraining of retere at lutervale. 
Effect of training measured. iIn 1945 the research 
section of the Army Adjutant General's Office conducted a 
carefully controlled experiment to determine the resulta of 
reter training. The population of offleers, who were to act 
as reters, vas separsted into higher echelon and lower eche- 
lon categories and organized Into control and experimental 
groups. After ali subjects hed performed seuxple ratinga 
(which were correlated a, ainst certein criteria to determine 
validity), the experimentel wroups were given a tes heur 
course of instruction and practice in ratin,. Upen completion 
of this training, ell the memoera of the control and experi- 
mentel groups rerated the individuals they hac evyrzluated in 
the preliminary cperation, Correlations between rating va-= 
lidities showed a slight and censistent, thouch not statisti- 
e@lily significant, g@in for the higher echelon officers but 


showed no consistent improvement for the lower echelon of fi- 


The experimenters commented, when clscussim: the small 
improvements obtained, thet their subjects were all experience 


@i raters whe could net be cleassified ax untrained, and conse- 
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quently, the effect of training could not ce expected to ap- 
pear as merked as if edministered to untrained raterac. To 
the writer it seeme that the relatively small effect of 
training experienced raters seen in this study weuld tend 
to weaken Driver's revcosusendation that provisions be made 


for retraining raters at intervais,25 


Rffect of certain rater qualities, A more recent 
study by Steckford and Piasell reveniesd thet training in 
rating reduced the susceptitility of raters to bias and to 
halo and increased the relliebllity of their ratings, although 
it had little effect on the rater's leniency. Other interest} 
ing date were obtained when severnl quelitics of the rators 
were measured by stander’ paychological testa and cerreleted 
with varlous aspects of reting performance. The higher the 
reter's mental maturity, the more reliiavle, less lenient, and 
Lege biased will be nie ratings. Horeover, ans one might oxe 
pect, the more intelligent raters prefit more from the rater 
training. Lestiy, the iigher the raterts fersuasive ¢ om 
ponent and his Administrative=-Supervisory interest factor, 
ae determined by the Euder Preference hecord, the leg@a lenie# 
ent and biased will be the petings made by him, &6 

It appears then that the logicsl assunption that rater 
training is # valuatie adjunct to a reting proygrea ia vorne 
out by test. Therefore censideration of what material should 


be included In a rater trainin, progrein isa lis order. 
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Substance of Hater Praining Fregram 

The decision as to whet should be taught rests on the 
determination of what are the mozgt common rater errora, since 
it is tewer!d the correction of these thet the progremn should 
be eimed. Tecause the most frequently otcurrinm, ratersat errors 
heve been enumerated and dlacussed at some length in the pre- 
@eding chaptor, they will not be detailed here. Instead the 
discussien will be limited to the training propram proper, 
purpose of reting, The most suitable atarting 


point in the rater training pregram is emphesis on the rele of 





the ratin; device as a mensuring instrument. In this conmect- 
ion, the objectives of rating, es discussed on psewes & end 4, 
should be made clear to the reters. The coneeyt of the rete 
ing as a meens of personel reward or puniehment should be 
Gliminnsted. The veluc to the Havy, eu! thee Ration, which 
will ecerue from a well designed ani properly used rating 
system should be atressed. Conversely, the harm to the Navy, 
eng the Nation, whieh will resault from a ratin. system which 
hes been invalidated by its use as & revart or incentive 
ahould be impresae) upon the raters, 

Theory of normal distribution, The theory of the nere 
mal diatribution end ite relation to individual Cifferences 
shoul’ be explained, “Sxamples of ectwal atuiles Which denon} 
strate ite truth should be cited. The absuriity of the feel-| 
ine thet Neval officerr Smet be “above average” to be of val» 


ue to the Naval Yervice ahnculd be shown. If these points ere 
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elearly and convincingly wede, significent progres» towards 
enhenced reliability end validity will have been schiaved. 

e al influences,. The more important paycho- 
re phenomena vhich influence the veters should be identie 
fied, described, ant iisacussed, The retere should be informed 





of the effects of these forces and warned of their subtle na- 
ture in order that they may be on guard to minimize their con« 
sequences, 





; of terms, Explanstion and discussion ef the 
meanines of the terms used on the rating form are important. 
fhe instructor should meke frequent use of examples and eanece 
detes to clarify his explenationsa. Naviny the student reters 
take turns at cemposin, descriptions of fictitious, or eetual 
situations which illustrate the weanings of the terms will he 
especially vencficial. ‘Tuccessful teachin, of this section 
wlll do much te ellminate the Gifficultien. of ilffering stand- 
arise of comparison as well at miniaizing errors due to misune 
derstending of terme. 

Practice ratings, Learning by doling is conceded to be 
tne moat effective typo of learning when the eimount of leerned 
méiterial retained and tle ability te epply this learning are 
the eriterie. Consequently, no rater training proyres would 
be cuorplete without practice reting. A sugested procedure 
ie to require the student reters actually to perform ratings 
on real persons or on the basloe of anecdotal recoris. These 


anecdotes] records may be of reel or tmaginary persons but 
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rating problen. 

‘Comparisons ané correletions of the ratings on the same 
; would ghow their reliability or lack thereof, “ubse= 
; performance. 

Preetice rating would have the added beneficial effects 





\ 


& Peniliariaing tho reters with the forms and pre» 





cedures. 

b. Ntenmtardiesation of the meanings of the terne 
used on the forns, 

Cs Hliminetion of or reduction of Jif fereneas in 
stenderds of comparison emong the raters. 





SUMBARY OF Ohi? IN 
RATING “EYTORS AD PROCR™ ORNS 


In the preeeding sections of this chapter an éffort hag 
been made to describe @eni evelurts the mort cormun types of 
rating devicws am! procedures tovetiwr ©ith descrinptiona of the 
more isiportent relevant capert opinion and experimentel evidence. 
Prom tlie stully there emerges o body of nmrimelLyles of sood sere 
vice rating @esien and adminlatration. The remainder of the 
chepter will be devoted to the compilation of this information, 

Prineiples Applicable to Devices 
biegetivi 


Pleas and The reting, device siswuid embody 





featuras wiieh aid in minimizing the rater's vies and improving 
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. 63 
his objectivity. Further, it wust eliminate ineofar es possi- 
ble, srrors due to nisunderetaniding of terms ant to Jifferen- 
ces among raters in standards of comparison. These objectives 
are best served by the forced choice type of rating. However, 
if the expense of praperation end Maintenance of the forced 
cholee form is prehibitive, or 1f 1t meets objection for some 
other rearcn, both the Probst check List type of form and the 
graphic rating scale are possibilities, if the graphic acale 
is chosen, it should be of the deseriptive rather than the 





y itional type and consideration sheuld be viven to the 
possibllity of requiring subatentlating statementea with the 
retings. Tne various other rating processes, such as the 
ranking end the paired comperison metiods, will be eliminated 
from further diacuassion except as onc element of ae combination 
form, to be discussed in a moment. 

Melo, The conetruction of the rating device should 
provide chearacteriatice Wiuichk wili ald the rater to avoid 
the hale error, re again the foreed choice form is pree 
eminent. Other pogseilbilities ars the Probet acale and the 
graphic scale with the favorable enis of successive trait 
scales slternated irregulerly frum right te Left and back 
acein. Other features include unequel graduations of success« 
ive treilt seales cor elimination of greduations altovether, 
leaving only the lebels, 
Hormel distribution, An attempt should be mace to pe~ 


cure a reasonably close sypproximation of os normei distribue 
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G4 
tion of rating _ Sith the exeeption of the forced dise 
trivution rating (which hes veen declered unsuitable for Navy 
wee), the Probst scale seems te be the most succesoful at at- 
taining this objective with the ferced choice rating as second 
beet. improvement of the graphic form in this respect is ate 
tempted vy dividing ita scales inte colimmna, a described eare 
lier, anu: supplying hortetory instructions thet the retera be 
guided by the columns when rating. 

Statilatical methods of correcting retin. s may be eme 
ployed. The stander! score (s score) technique previously 
Giscuase ! will aceurntely convert reting scores to cumparable 
quantities on 4a normal distribution. Alternetive methods, one 
& mathematical process using average deviations rather than 
etundard devietions, anc the other a graphic proeceas, aro suge 


geeterd by Yoder, ©8 





, of traits, There should be provision of 
suitavie weighting of traite in arriving at the overall seore 
&iul preeautions should be set wo againat uncontrolled eaight- 
ing. ‘ue. precautions are best provided by the standarc score 
(s “«core) method or some approximation of it. 

Display of gualiitiee, The rating should be in such a 
form that beth the ratee end mans gement can see what are his 
atromy, points end his weakneasee, If this comiition prevalle, 
both the ratee ani mantgement can teke inteilisent steps to 
correct the weaknesses. In edditison, menssement may wish to 


anstitute procedures which will lead to selection of auperior 
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© G5 
in the future. 
This reqairement thet there be an intelligible die- 
of the rater’s qualities is vest met by the craphic rate 
wenle, though the Probst scale is a possibility. The 
choice form is peorest in this respect sinee by its 
very deziga the true nature of the rating 1s concealed from 
“pater vend ratee. 

Combinstiona, It ts common with military reting forms 
to include two or more methods of rating in the same rating 













inetrwment. On the basis of custom and legic, experimentel 
evidence pro or con not be ny, available, the practise should 
be continued, 

Ereite to be exeluded., ‘The rating sesle's raison 
A'@tre ie the fact that certain quelities of men are mossur- 





@ble omly by julgement. If e better metho! of measuring, 

the®e certeali qualities existed it would bs only wise to dig# 
pense with rating scala: seni use the better mathol. Conversa~- 
LZ, it is wige@ measurement policy to exclude from roting scales 
thove gualitie! which can te Measured vetter by Sore ob fective 
means. included in thie cetegory are such entities as “hewelth", 
"intelligence", "accuracy", "speed", “velwne of production", 
end “attenésuce", Chile “persemelity"” hae defeated all etteupte 
@& GBccurete objective measurwweit, it Le tou lerge ent ell-ine 
clusive a quelity to oe entrusted to the Limite’ capslbilitlege ce 
re try 


scales, 
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G6 
lity. Hating tnitruments aml procedures 





should net require excessive tise end energy te employ end 
@aminiater, Thies requirer thet the forme be of « conventant 
elee with emaily readavle printing, end thet they net require 
&n excessive number of operationa,. Teoring eids such as tem- 
plates end atencils, or better still, macnine scoring, should 
be provided, Finally, the data produced by the device should 
be reedily obtainable from it in an easily used fPrém, 
Principles Appliceble to Frocedure 


Srence 





with retee, Definite provision for dis 
cussing the rating with the ratee should be ineluded in every 
rating program. The retee should be shorn his detalled reting, 
complimented on his etreng points, end sympathetically and cuon~ 
atructivel) counselled on means of overcoming nie weaknesses. 

Tho shovld pate, The consensus is that the superier 
he has the moet intiovnte knowledge of the ratee is the man 
whe sttould rate him, “here more than one superior is aevellable 
with adequate knowledge, the ratin, procedure should be deelgne 
@i to teke full adventege of tho superiority of severel judges 
over one. Tither a confertnce rating or the nverege of several 
imMiviiuel ratings may be used, but the letter is the more 
accurete, 

How often to rete, Informed opinion sp leste thet 
setlentuei ratin.s are eufficlentiy frequent exceyt sien the 
organization is expanding or centrecting repidlr, at which 


time & Shorter peried, usually three months, Vetwoen retings 
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. 
fe recommended, In addition, it is velleved thet new members 





of the organiestion should be reted more frequently, veeause, 





(1) they aro likely to be changing more rapidly as they learn 
their duties than ere the experienced employees and,(Z) more 





frequent retings will provide a escunder basis of evaluation 
during end at the end of the probationary period. 

Review of ratings, “here precticeble, advantaye 
should be taken of the tendency of raters ts give move thought 
and care te their reting tasks when they know thet they may 
have to justify their judgements to their superiors. This 
ia West cone by avme procedure for formal review and endorse- 


ment of retin os. 





wo of retera, A rater trelning pro rem should 
be Maintelined whic not only mequaeinte the rater with the 
Mechanics of the upe of tive forma, but hepert. some under~ 
atending of the more laportent tvweorles underlying rating. 
iatliw rmiters, dust as emphioyoe rating is a tuol for 
eeployee improvement, so ratings of the raters (by the au- 
thorittiad in the central perasonnsl asency ond wit. adequete 
liasion with the rater trainin, pregrem) will ce a useful 


tool i!. improvement of the raterz, 





PART II 
Chapter 3 


CRITERIA 


Importance of Criterla 

Measurements are meroly comperisons,. ‘It is impossible 
to conceive of & meesurement that is not a comparison for 
such would be meaningless. In the physical sciences compari-~ 
eons can be mece between the physical entity belny mecaured 
@mt a measuring fnatrument, whieh in ite desifn and construc 
tion has already beon compered with eae standerd, whieh in turn 
hao been comparei with a more refined stander’ and so on, back 
to toe funiazentsal steniard, the criterion. Measurement in 
the social sciences requires standards also. Hern too, one 
must heve something with which to compere his measuring ine 
atrument (a criterion) in order to deteraine the eccuracy of 
the inetrument. 

Inadequecy of Available Criteria 

In genersl, criterin avaliable to social scientists 
have not been as reliable and valid as those at the dlaposal 
of the physical selentistse. This has been particularly true 
4n the field of measurement of executive ability, which is 
he arerm in whieh thie study of officer efficiency evaluation 
is concerned, 

Criteria of reliability, Normelly, the reliability co- 


efficient of o rating device will be deter sined by correlating 












al 
Ce 
— i + Si ae + 


eee llc Se Oe >) —_— 


> —- hy <i> « ~ -* 


mm 













ageriinithiy aula al 


deed ce os bos vehunds Seti cree « atte . 
a iinet see 
ee 
~iticee rtiaadeiadnndas 
nr ee ene ane ae 
lee mee 

ee ee eee 
eriszpalos calves of «daniieed Wieet ite ileveneg ad 
Loew LD at Ta wats oe Wier See wedi fed om «ood 
aot TiheLeoiteee eee «oe LET seedbeivelas Teloqia 
wl ends qqhliiew oritenees Se dimmmuname We blots att al 
ctlitedeve esetel Ste veeltie te tiede bhuf wiles 4) ones alll 
chmream< of 
—a (151208208 ot chee oh tAdieetigg to ateetias 
pattalowwse ¢4 be)byetet of at)e soireh wibiet © We fone tie 

































69 
the results of one of the following alternatives: 
Alter#$ : 


native: Ratings made by. : Number of 
ratings 


Formas used. 












joth by the sane 
rater in eech in- 
A 


eren 
but comperabvle, 


e woe e6180 26 ee 


(ame form for 
both ratings. 


spece ATO « 





Typical coefficients of reliability, Yodor hase set 
r2*2¢+.75 as the minimum reliabllity ceefficient which should 


be tolerated,+ By performing the following calculation of 


Sorecastiny effictency:” 


100(1- {T= F27J = 100(1 ~ /T - CVE) = 55.9% 
we soe that Yoder's limit requires thet the rating device be 
relieble only to the extent that the likelihood of two conse- 
cutive ratings of the same individual belng identical ia 
53.9% better then chance, That is to say, Yoderts limit re- 
quiree thet the reliability be such that one hau 33.8 chances 
in one hundred of predicting what a second reting would be, 
Although rating designers have enjoyed some succeas in exceed~ 
ing this minimum, none has seen fit to propose reising it. 

Probst reported fining a rellebility, in one case of 
ratings of 475 employees, of +.78 and added thet this waa 
typical of the experlence with ‘ia deviees” Other investia~ 
tors, to mention only a few, have reported reliability coeffi-~ 


clients [ren thelr studies as follows: 
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Stockford and Bisseli4 +2798 
Richardson and Fuder® +485 to +290 (K = S30) 
~ 
+—83 (nN = 30S) 


Lawshe, Lephart, and 
MeC ormic 4+ .83 


One of the highest cvefficients of rellability for a service 


rating: likely to be found is the r & +92 reported by Tiffin.’ 
Tt is sigmifieant thet the systemu which yielded this high 
figure employed “systematic corrections” to equelize “pater 
tendencies” and inderendent ratings of each ratee by several 
reterz. Only the designers of the U. &. Air Force officer 
rating system, see Chepter 4 of PART II, report a higher co- 
efficient. 

Criteria of validity, The followin passage fron a 
recent book by Lawshe deseribes the situation in this area 
wuecinctl,y snd we1i:® 

eaeh Survey of the literature ylelce Little 
evidence of succesaful validity studles in the 
executive brackets. This ia ne deubt due in 

part to the extreme difficulty attending the 

setting up of edequate criterion groups at the 

executive level, ese 

This problem of absence of criterla arises fron the 
very condition which meker it necessary to depend on msre 
judgenent in this important field of measurement, i.e., from 
lack of a better methed of mensuring meny of the agpects of 
executive performance. To secure @ criterion, one must in 


some wey, identify ani isolate a stanierd of executive per 


formence. Me must select a definite sample of executive per- 
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formance, thet is, moesure a Tinite quantity of 1t. Except 
when measguriny certain cualitiea such as intelligence, apti- 
tudes, and health, judsement Ls the only recourse in accom-= 
plishing this appreaisement. The result is comparable to the 
guteome of an attempt to test the accuracy as to length of a 
"one foot" ruler which you have meade, by comparing it with a 
friend's estimate of how long “ane foot" ta, 

The frustrating contition deseribed in the preceding 
paregraph has led Crenvach te the hopeful remark quoted ear~- 
lier thet, “Observations by Impartial observers are generally 
accepted asa velid if they can be made reliable."? Too often 
this is exectly the cituation which prevails. But, in the 
writer's opinion, it is an unsound position te adopt. It is 
quite true thet validity depends on reliability, that there 
ean be no validity unless there is reliability. The mathe- 
matical statement of thin relation ia shown on page 48. But 
it is net true thet beeause the measuring instrument is re~- 
lisble, it ls therefore a valid measure for the particular 
Guality being considered at the moment. Agein ve may Look 
to the reaim of physical measurement for an anslery. iif a 
reliable Geasure is nlso necessarily valld, then » ruler will 
yiell valid linear measurements even if throuyh some Lnadver~ 
tence it bad been made actually too short. Obvieualy, this 
cennot be, for though readings obtained with it were uniform, 


they would be nonetheless incorrect, 
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Typlicol oriteris of yelidity. Meany investigators in 

thie field heve relied simply on fece validity end reliabil- 
ity, as deseribed under the graphic reting scale in the pre} 





C6ding ehepter. Obvicdusly no coefficient of validity is a» 
‘wallable from such studies since the reliability ceeffiecient 
cannot be substituted fur it. Those experimenters who have 





Sttempted validation proceedings heve utilieed, i: moet cases, 
gome other form of reting es the criterion, A “validity coef} 
ficient" of a sort La produced’ by thia process Lut lta exact 
valuo may Le open to some doubt. 

llumerous exmlples of tive velidation of one reting by 
the use cf another 43 a criterion may be found in tie liter 
ature of rating. Consider Probsat's reeent book on the aub- 
gout, 29 Me deecrived tia eritoria as “supervieaora’? fudge~ 
ments" and reported correletionsa between nis ratin: device 
aid these #5 Validity coeffictlenta. A Tes of these ere shown 


in tne following tavle,. 





A AE lel 


Page : Validity ¢ Wumver of cases 2: Criterion 
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Another and Less extensive study of validity astng 
dudgements es eriterie eae reported by Mnau't,24 
af +.87 and 4,65 respwotively. 
Astings by peers a6 eriterig, Tho sooreh for validity 
Wa Wes led to use of tue woclomethic method.?” nts ts 
w "buddy rating" precedure er the “neminating technique” se 
 6ften mentioned ta current writlvgs on @erit rebing., It da a 
- proeens in which the retees rate eecl other anonymously end, 
ae ubeod by reting setle designers, wey reault in orders of 
remk cr ® complete ratiaug of each retee ohm a lfut of traite. 
Correletion between the retult of ratings om the new rating 











device Ga/ the re®ulte of the Puddy retios, #412 preduee a vale 
Laity evefflclent. 

Netiage by peore eve been aGeutiy defemied by “erry 
ond Preyer.” Dr, Sherry ia one of the paeyehelogiset: whe pare 
ticipated actively ia the work ef dealun, conetruction, and 
standardisation of the Army forces ¢c olee rating devices, and 
Lt wee in thls sork inst oaddy retings vere axtannively used JA 

The staty reported 6b) Wherry ami Prrer 15 wee made at 
way igual Copps Offleer Cendidate Sehyed 61 Port Nommouth, 
Nev Jereey in 1648 end involved tre sepernt«s classes, one con» 
taint, elgnutretwo men, the ether onl, Tifty=tee, oth »widy 
raenkty é (neminetiona) and buddy retinga were estelne)] end come 
pared ith ratings by Junior officers am: sentor officers on 


the setool staff, Correletions ware slas obt¢lised Vetween the 
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buddy rankings and ratinge and the results eof certain select} 
fon devices, nemely, an officer candidate (high level intellb 
gence measure) test, seversl personality measures, end ratings 
by former superiora., In addition, it ware determine by factor 
aneaiyaie thet e811 retinge vers londed with a heavy Leaderahip 
factor. 

The results Led the euthors te conclude that: 
(a) "Nuddy retings epsear to be the purest 
measure of Leadership." 
(ob) Duddy nominetiona (renking) “eve equally 
good measures of leadership." 
(co) "“Nominetions by cless appear to better be 
measures of the leaderahi>» facter tuan eny other variable," 
{d) Buddy nominations correlated mor bhirchly 
with all tne selection devices, except intellizence, 
than did acedeuic grades, 
(e) Buddy nomineatione and ratin cs both mena- 
sure aceurately after a shorter peried of observation 
than ratings by supervisors, That ia, one's poers Tar 
G@ccurete judgements of une more quickly than do oneta 
Supe rlorse 
An Army atudy of Gudkly renkings in Officer Caenilldete 
School st Port Benning, Georgie ylelded @ aplitehaives reli-~- 
ability cvuefficient of +490 for a class wiich nad been in be» 
ing for five weel.e end +.77 for a olass of three woeke, +6 C O's 


Peleticns between the buddy rankings amd ths platoon officers! 
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rankings were as follows: 

(a) For the five weeks clees +,.70. 

(b) Tor ths three weeks clase +.65. 
Phese figures represent retter close agreement and perheps 
may vs explained by the fact thet the preeess required thet 
the raters rank only the five best anid the five poorest man 
in each class, This eliminated the aicdle group where great- 
est dilsegreement as to the correct order ia likely to occur. 

Another defender of ratings by peers is hittner.+? He 
@rgued that ratings by peers are likely to be more securete 
hecruse$ 

(a) Hen live and work much closer to their peers 
than to their superiors and thus have a Letter opportunity te 
obeerve each other's performence, 

(b>) Men tend to show only their best sides to their 
superiors whereas one's peers have an opportunity te observe 
typical performance, 

(ec) The investigator can emloy the principle of 
Obteining multiple jJudpements on the ratee more effectively 
if he uses buddy retings. 

Stetements (b) and (¢) apply equally well to retinogs by one’s 
juniors though tere may be some question as te whether one'ta 
subordinates are eble to judge the value of typical performance 
as well as one's peers can judwe it. 
Superior 


Hatings by peers inetead of Time puperior= 


ity of buddy ratings demonstrated by “herry ani Pryer and 
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hypothesised by Bittner raises the queatiun ae to why we 
should not dispense with rutings by suberiers and wee inatead 
vatings by peers exclusively. Dittner anewered this question 
in fever of retaining the custom of ratings by superiors when 
he wrote that, as was mentioned in the preeeding, chepter, 78% 
of the 1600 Army officers polled on the subfect preferred not 
to te reted by their equals, /® 

The reasons given by thes» offlcors were not reported 
vut one may speculate as to their nature. It seems propeble 
that, if an organisation obtained buddy ratin.s ar ea metter 
of poutine, the consequent feeling ef being continuously 
wetehed ant Jucdved by frienits end fellow workers would gene 
erate undesirable tensions among the personnel of the organ= 
ization. ‘Theae tenaions might easily prove to be so detri-g 
mentel to morale end teamvork thet the emsuins loss of effie 
eclemcy would outweig.. any advantegs gainet! from the auper- 
Lority of the Vuddy ranting 63 a rating method. 

Puturs pessiblilities, ‘The complealty of the activi-~ 
ties and duties of the executive has Leen suggested aml the 
neceseity for weasuring executive performance largely by 
judgement has been stated and deplored. “hat then is the 
solution? is there any likelihood that anyt.ing oan be one 
to aid signifileantiy in the teak of Judgement? Is there any 
posainility of a superior: subatitute for fJulcement? 

One possibliity eof e strictly Neval application is 


suggested by infemastion in « letter from Or. (verett G, TDrune 
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fage of the Dureau of Naval Terscnmel recently received by the 
writer.19 It 16 stated in thie communication thet eta teken 
from the readily quantifiacle items of all the fitness reperts 
of one Navel fcademy clase of about thirty years experience as 
Goumiaatonead Wavel officers sow, that thu Navy Fitness heport 















hes "felrly good validity" in terms of predicting success be~ 
fore the Navy selection boarda."° In addition, the data show 
ther reports made on officers when they #re helding the vele- 
tively junior renks of Lieutenent (junier grade) or Lieutenant, 
am Gore aceurately predictive of tue subsequent attalowent of 
flag renk2l them ere the fitness reports received wiille tie 

Yicers are in ine higher raukes, Intommmtion of this alm 
gould not be need two validate any completely net teciumique or 
method, lHewever, detailed anelysis of 1t mignt yleld infore 
Mation which would ve of as@istance in un ewalvuetion of past 
practices made with a view toward synthesis of the veet por» 
tions of earlier fitneas report furms inte & new device, 

Cther possibilities lie in the Glrection of determine 
ing anc considering quantitetively more of the factors wrich 
Bee Iindleative of satinfactory executive porformance, Jne of 
the important indleatorsa of the quality of executive perforsance 
is the Morale and attitudes of tue prank and f1lie of tie organi- 
ation. it 4s conceivable that if infurmmatiohn as to the merale 
and attitudes of tie subordinates of the offleers cempouing the 
criterion group were cumsiderod im ecddition co the buddy rate 


ings of the eriterion group, & more valic criterion maght be 
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achieved, 

tn ambitious effort towar! determining, the factors 
which are indicetive of the quality of executive perfomance 
ha the ten yeer project of leadership stuiles currentiy in 
Propresa on the cempus of The Chic “tate University .22 The 
Forgonnel Sesearch Boar! of the Univeraity is comtucting, the 
Project ani has given o strtement of ite purpose which is 


quoted in part below:"9 


The purpose ef such etwites is to develop 
facts and methols which may be useful in the 
selection end treining of persons for vosi- 
tions of londershlv.ece 
This group has wade studies of the personnel end or 
ganizations of Neval shure establishments and s number of 
comercial firms end it plens to continue with detailed stud~ 
lea of tho personnel and organization of a considerable num 
ber of ommll Reval vessels an] atreralt squedrons. “mall 
vesasela have bee. chosen as flelds for study because a greater 
number of comparable unite will be avatlaolie. Uriefl) seteted 
the objectives of these investigations are to filma out.,(1) what 
leaders @o0.(2) what effect leeders heve on their organisations, 
andi,(3) what elements, other then the leaders! qualities have 
affected the organizativuns,. 
If the project is suceeseful, it should do much toward 
identifying end iasleting the qualities whict. uaxe for good 
executive ability and in providing improved meane for meagsur- 


ing tiozwe qualities. An additi- nal or concomitant product of 
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719 
the program under these circumstances would be accurate ob- 


jective criteria of executive performance, 





PANT II 
Chapter 4 
SERYVICR MATI9G IY TH AREE SDNY ICED 
Some Early Mevy Fomne 

information is net available as to oxectly when the 
formal written service meting was firet pat inte use in the 
Havy, Nowever, the 1992 Kepert on the Fitness of Officers 
shewn fu Appendix 7 is en exemple of one of tie carliest 
Bevy Corma. It constitates mute evidence that Nevel sutuerle 






ties have leng feit the need for » teann of eyputemetining and 
recoriing the senior’s judgements of ale vubordimetes. It is 
interesting, ani periapese a little diecouraging, to note the 
funiemental elmilarity between tile Pioneer furem end tos Cite 
news report mok in wee in the Bevy., It indiantet tlet prog- 
fees in tiie fhelu had been Slow Laideed. 


The onrly Neport of Fitness 


preved uneatiofactory an! clhenmces wore sede from 








or OLTr > ay Vv: 
time te time. ty 1612 the fitness report Come ted grown to & 
length of four tovble-apeaced tyerritten peyes ant pequlred 
tie recording of considerasvly more in the wey oF intalled and 
diversified information. Tho L612 fore wee &o evOinetivunsl 
type, eltheugh the evelustivnasl terme prescribed for use haa 
heen cbengad free toe "Rxeellent", “Good", "Tolerebie", and 
"Yet Geol” of the 1601 form te # Liet of werde yevk oF wich 
was to ve further eolified ty waserals. Por exemple, one 


could not elmply rate #«. officer “Kxcellent™ on an, Civen trelt, 
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621 
but must qualify the "Excellent* by adding tue eoproprinate 
numeral between "3.5" and "4,0", The qualifying nuwserale to 
be used with “Very Good" were "3.0 to 5.5" with lesser numer- 
ele jown to and ineluding "0" easigqned for use with tho lese 
favorable evaluative terms, 

in @ Letber to the writer, Dr. iverett uu. Erundage of 
tie Bureau of Naval Personne) wrote:4 

ecoltmse records show thet not wany wejor 

chatwjexs occurred efter 1812. At this tine 

numerical ratings on 8 seale of 0.0 to ¢€.0 

were slrezdy used. A penerel “aptitude for 

the sorvice” rating waa also in use, and so 

wore tne Questions on ettitude toward the 

offieer's being “under your comennd” end 

teward his bein: promoted, Later chen vec in 

these questione were toward incrensse:: Guane 

tifteation. The mwaber of spectfie ratings 

(traits) varied efter 1617 frem @ in lvl’ te 12 

in 1921-1924, decresaing to 14 in 16825. Note 

thet in 19ZE there were different (rating) 

forma for seo amt shore duty. In general, the 

aories of formet chen ea in the reports indi-~ 

cate un attenmt to force more accurste and cb= 

jective ratinga. 

The Present Nevy Form 

OPP ICER'” FITHLES Fpowt HAY )f&8G10A (iany 6845) is 
the formidable title of the reting devilee in current usa in 
the Mavy. As shown in Appendix © it le principally a graphic 
scale «ith normal diatribution cetsyorlen superimeorsed uror 
it. at cennet be classed as a furced distribution susie, howe 
¢ver, ne tae instruetions in re the Jjlatribution ara merely 
hortetory not mandatory. Ipace for tha uguel Liogreaphical 


date is previded et the tep of the sheet together with space 
e # 
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’ 3} 
for the retee to iniicate his preference for next Juty, and 
further down the page, for ths reporting senior to meke hin 
recommondstiona on that subject. 

hKlso loceted in thia top section is a requirement for 
the ratee to indleste uis knowledge, or leck of it, ae to 
whether he is quelified four ses duty. Thies refers to pnysi- 
eal quelificatiuns. This oatinste by a laymen, and not a 
disinterested layman et thet, ls of little value, in the oe 
pinion of the writer. “scept ehen tie officer here been taken 
i134 suddenly and hes not ha! an oppertunity to week the help 
of a Navel mecicel officer, information more reliasle than 
his opinion is avalleble., itletin: scale authorities -enarally 
agree, it will ve recalled, that quelities determrinalls by 
more Ob jective meana should not te liste! on reting seaies,. 

The next section provides ample space for reperting 
any perticualr cualifications which the reporting sentor bew 
lievee should be given emphasis. Nota tnat here evain a leye 
fan's opinion on paysieal fitusea is reyulred. 

Looking closely et tne ratia, seale portion of the form 
we see thet it is ebbrevieted eomewnat and is uot completely 


of the descriptive trpe. Moreover, it hes no provisions for 





minimieing hele eflect. wariler discueelon in thia theais hrs 
suggested the value of Leneaer trales an] hes shown the supers 
domity of the Geacriptive scale ani the need for minimiging 
uBio. 


Helow the ratin;s sosle ia a evctivun designed to siicit 
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33 
an indication of the reporting senlor'tsa sttitude toward having 
the ratee under his command. The next section below thia ins 
designed to determine his feelings toward promoting the ratee, 
There is also aome ettempt made toward evelusting, the entLre 
fitners report by securing ea rough estimate of the numer of 
officers considered by the reter in setting bis stendarda. 

Proceeding with the examination we find a provision for 
eitation of comaendstory or adverse materiel, apace for a gen~ 
eral ovorall evaluation, and a apece in which the rater must 
indicate whether or not the ratee hes seen the report. 

Physical makeup. ‘The complete form is made up in a 
packet of four sheets with carbon paper betwee the second 
@nd third and between the thirill snd fourth sheets. The firaet 
page carries on its face the instructions to the reporting 
senior snl on its back a replice of the complete rating form 
Go Se used as oa rough work sheot in meking the rating. The 
second sheet also has a complete rating, form on it while the 
third has only wectiona 1 through 6 and the fourth pege shows 
gsectione 1 through 5. A411 aheeats require the signeturers of 
beth the rater and the ratee, 

Use of form. thon the reter is satisfied with the rate 
ing he hee mwede on the worksheet, Lt is trenstrived by type~ 
writer to the second, third, and fourth sheeta and sivcnetures 
are affixed. (It is customary, though not treaential, for the 
ratee to sign the forme Lefore the reting is wece since his 


Signature certifies only to the correctness of the informetion 
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. b4 
he hee contributed to the form.) The next step is tue mali-~ 
ing of the second and third sheeta to the Sureau of Naval 
Personnel fer such precessing, Pilling, ani subsequent evaluna- 
tion er consultation ese mer ve required. The fourth page vee 
comes the preperty of the retee when his report Le metiled to 
headquartera by the rater. 


Some analyses of Mevy ratings, fn extensive étudy wae 
meGe 1n 1945 by the Praeining “tandamls ani Curriculum Division 





ef the *ureau of Haval Personnel: 
ea0te ovealuate the 


ale als Fi tuese = 
as ® poasibie eviterion meaeure for 


so in valida ting ofifive@er aelectivun el claea- 
Ticatlon requirceents. 





The fitness report flles of Gic fjunier efflvsora whe had entere 
6a commiseioned service tveotween “ecerber 1940 an ; -ecenber 1048 
were examined. From eac) Tile infcremtion ©) avlected from 
two fitness reports, one from eect. oF tuo different reporting 
seniors, Correlations were obtained between the various Items 
of this information. The more bignificant for our purposes 


are elven in the follorin» tavle, 
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Coefficients of 3 ’ervice throughout the ree 
reliadiiity between ; porting perioda, 

marks Gy the tu seniors: 

Prom +.22 to +.48 $ Sea duty beth periods. 
Prom + ,0004 to +418 $$ See duty one period’, 
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From the avove, the unreliaLilit; of the vatin «s le abe 


vious. Thege figure: were obteineg! from ratings on Navy Lorne 
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85 
nor superseded but, due te the Lact tat the currently used 
Navy seale is lees of cs Gescriptim@® e@cele than former ones 
were, it is doubtful if the current seele would yleld atgnte 
fieantliy bette: results. 

Cayvle reported resulte of © study of the diletribution 
of marks ebtaine4t on the current Nevy Sltaeasa report form, 
Hie figures, reproduced bele-, reveal ea wmarexed ilvergence 


frem the nerssl ‘hotrtbutions” 











‘Penesntages correct (Kormel)s Actual ; Aetual 
ee OUP 3 ti otrioution 3 fiiatribution: rereantag 
Top 10% 3 119 : 494 ; 41.6 
Next 204 : 238 : VE : 43,7 
Biddle 40% : 474 ; 102 : B26 
Lover 20% : 258 : is ; 1.0 
hettom LOX ; 11.9 t 2 : 049 
Totela LLES LLOS 09.03 
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& Gimilar atudy of the ratings made with the current 
Wavy for. on Lfortyeseve:n Ground /-chool Inatructors at the 
Havel Trelning Commend at veneaeola, Ploritia wae reported by 
hicherdeen, Rellowsa, senry aici Compeny, ine., in i940. * Reise 


fiwures sre as follows. 
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&7 
Porcenteve 3 Actual Fercentsge 
: » H Distribution Pound. 
Top 107% ; 50h 
Next 80% ; 44% 
Biddle 40% 2 2% 
Next 20% 2 QE 
Vottom Lor : On 
104% 


(Note: The error of 46 in the totel results 

from an error introduced in rountine off 

the emeli mutters involved when com uting 

percenteces.) 
These Cipures giao show & marke. divergence from the normal 
distrivution. 

Shere has ceen little dene of: walidity studies or the 

Navy fitness report system cther than as mentioned in the 


chepter on Criteria, page 77. 


im fever of the Navy's for it aey Lo eeid 





that: 


(a) The instructivas to the reter em Lrlef end rea iily 


(>) The Coma ia Genigned to reduce the Labor uf prepe~ 


(¢) The form has provisions for recordiuy ell ‘naformm- 
Sion pertinent to the permenant sarvloe recor! of the rete¢ 
except tuet whieh fa deterninaele by mora oo jective moans (how~ 


ever, see items (eo) end (4) below), 
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(d) The form preeents the atrengths and weeknerssss of 
the rates in en analytic and easily understandeble form. 

The Navy'se resting syatern leaves much to ve dealired, 
however. Chief amonz such considerations sre: 

(a) Ke provision is made for rater training, an omisa~ 
ion Ler which the excellent instruction sheet cannot cumpene 
agate fully. 

(>) The rating relies on judgement, 

(e) The design of the fourm does not permit re id and 
aceurste sorting, tabulation, en} evaluation of the vate by 
machine. 

(4) The forn attempts to elicit information on physi-e 
cal flthness whieh is sore necurately deternineble by other 
MOAN. 

(eo) The form givoe precious gpece to the recording of 
the retee'ts preference for next duty, a bit of informetion 
elev furnished to the Bureau by the ratee annuelly, or more 
often if preferences chenge, on the OFFIC: R'* DATA CAND 
NAVP] 9-340 (rev. 7-46). 

(f) The veting scale is ebvrevisted and net completely 
of the descriptive tyre (in this respect, the reting seeles of 
earlier Navy forme es shown in Appendix C were superior to the 
prevently used ene) and it provider no safeguards ageinat the 
helo effect or rater's vies, 

(¢) The form makes no provision for saveisting the re~ 


porting senior in preparation for comluct of the posterating 
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interview with the retee (see page 66). 

(h) The rating precedure does not provide for the rate 
ing veiling made by the superlor who hes the most complete knowe 
ledge of the ratee, Instead, this is the prerogative of the 
caummanding officer whe, in « large eommend, mey have only the 
most superficie] knowled:-e of the retee,. 

(1) The ratiny; procedure and the form meke insufficient 
provision for the difference in duties and qualities required 
of officers, depending on whether they sre of the Line or 
Ntaff, whether they sare specialists within those categories, 
or whether they ere in sehool or engaged in the duties of 
their respective cleasifications, 

(j) The precedure mekes no provisteon for cerrectin, or 
adjusting the markings toe compensate for the ten:lency of some 
raters to mark high end others to merk low, 

(k) The rating procedure mekes no provision for either 
the avereginy, of the retings aede by severel reters or the ree» 
view at higher eehelona of ratings mado at lower echelons, 

(1) There is no provision for reting the rater. 

(m) And, finally, the Navy's veting form haa lew ree 
liebility ani producee en excessively sewed distribution of 
SCOTS. 

fhe Army Rating Form 

Ae hed been mentioned, the Army usce a form known as 

the "forced choice" ratin, form. Samples are ahown in Ap- 


pendix E. The most conspleucus features of this device are, 
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. 90 
(a) the forced choice itema and, (b) the provision for per- 
formming the merking directly on a machine scorevle sheet, 

Looking at tne sheet, we find it entitled EFF ICIONCY 
frost with the additional identification symbols at the bete 
tom of the page of WD - AGO FOuN O71, L Jul 47. The upper 
half of the first sheet Ls occupied vy the blogranhical sec- 
tion, followed avout midpage by Ceetion B, a apace for a yener~ 
&@l overall evalwetional stsetement by both the rerer and the 
rating reviewer or indorser. Wext, in Metion GC, ia a list 
of nine important situations with apece for the rating of fileer 
@nd tue indersing offleer to inilcate their attitudes torard 
heving the ratee serve in them Pollowing thie are spsees for 
recommendations by the rater and the indorser for future duty 
estivmmonte oni Puture treining. Lastly there ia a device ine 
tended to determing whet experience with the retee tne rater 
used as @ basis for his judgemente. 

The reverse sivfte of the (irat sheet is blank. it is 
reserved for the use of the Career “Sections of the Arma and 
“ervices of the Jepertment of tile Army. 

The biugreyhice? dete are repested on the eeoun’ sheet 
Tellowed by the first seetion of foresd cholce items, Section 
iV. ‘These itews sre imtended to me@sure the rater's judge- 
ment ot tue patee'’s job profictency. “Ceetiun V of this sheet, 
Slee entitled Job freficioncy, is Jesisne:! te secure juige~ 
mente [ron rater ani Lnolorber as to whieh of s llat of seven 


wpecific positions tue ratee ia, or would be, moat prorletent 
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in end which is the second most sulteblie job from tie point 
ef view of hie profictency in it. 

On the reverse side of the second sheet there are two 
sections designed to determine the personni Guealificatione of 
the retee. The first of these, Section VI, consists of forced 
choice items. The other, Seetion VII, lists six personal qua+ 
liftesntion items with speces for the rater and indorser to ine 
dieste the degree to wiich the ratee exhibits each. 

Finally, there is an attempt to determine where the 
retee stances, in the opinion of the rater, relative to the 
Other officers of iia renk who have Leen rated at this time 


by the rater. 


Phy 





icai makeup end use. The Aruy rating form is ea leef- 
let cf twe peges with dimensiuns of F inches by 11 Inches and 
arranged to open from the right ed « like a boeuk. It is not 
equipped with cerbon paper but its construction mekes {it weary 
to insert a pieces when tyoing in the biegraphicel deta, the 
Only entries which require duplication. As wentioned eerller, 
the sheets ere maci.ine scormble. Thus, if the marking is pere- 
formed witn an "eleetrographic pencil" as prescribed, the ree 
ports may ce acored by Secinine without further precessing. 
Taere is provision for the signatures of both the rater 
end tie indorsing officer but not of the retee. Moreover, 
there is no requirement that he be shown his rating. it La true 
thet the meaning of the merkings on the forced ciiolce sections 


wili Ge known only to the possessor of the sacering Key in the 
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Adjutent General's Office, but certainly the ratee could 
profit by seeing the ratings mode on Yections C, V, and VIT 
ee these are merely grerphic rating senlea, 

The foreed choice theory. Slsson rather thoroughly 
Gescribed and discussed forced choice items, the tneory under- 
lying them, and the methed»s employed in their conatruetion.© 
Only e brief treatwent will be attempted hers. 

Sevelopers of the forced choice techniques reasoned 
thet if Lteme could be offered to the res»ondent in peira, 
eo chosen that each eppeered equally ecceptable sar unaccepte 
eble, ani further, if these items could be so seleciw: that 
choice of one wo ld be an indication of the presence ar cone 
quality or cpinion end choice of tho other would indicate 
@nothar quelity or opinicn, then they would have a device for 
mensumia@e qualities or opinions which could net ve centrollad 
by the respondent. Yhe fect that althvugh bet. Ltems might 
appear to the reapenient to se Lrrelevant, he must neverthe~ 
less eke a choice, gave the method its name, 

To improve the rater's attitude towari the device, the 
Army rating designera catered to the desire of peeple to speak 
well of ethers if possible, s desire Wiich leeds to a tendency 
in pating known as "generosity error". They arranged thelr 
iteer in tetreds of two favurnible en: two unfavors le stetee 
mente with the provision that the rrter muat chooae only one 
Statement which Le moet like the ratee em) s secon! Whalen is 


leant llke sin, 
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fhe deta as to the apparent favoravleness or unfavore 

ableness of the items ond thelr discrisinatory velue ere de- 
ternined by emplrical methods. 


nneetion with the design of the Army rate 





The extensive testing 





which was dene in 





ing form raquired nesrly two yeare to complete en) yielded 
Fetults which led the Investigators to conclude that the new 
form wea the "most valid"’ of thoee tested ant further, Lt 
was “cloarly supe rior™& to the older fourm it see adesigned te 
replace, It is unlikely thet any organisation, private or 
military, wlll attempt se extensive a project in the forsece- 
able future. Consequently, the Army's rating systou probably 
will retein the Gistinction of "the most thorouvlly tented® 
for some time to cole, 

The criterion group re@n obtained by te seclometric 
method diecvesed in the preceding chepter end consisted cof 
Nearly 50,000 officers. These officers rere reted on several 
a4ifferent deviees including the @rmy fors then preseribed for 
offleiai use, D £:G0 FORM 07, and two vereiona of tne new 
foreed choice design. PORK 67 18 deserlbed rether completely 
by Sisson but in genoral lt wae merely an eveluetive sraphic 
eexle.” Correlations of the results prompted the eonecluatons 
mentioned abeve but nune of the correletions were as hirh aa 
these reported by Prebst ani » Eneauflt for their respective 
check liet rating avales, (se- preceding chea.ter). It is only 


fair to ad@, Kowever, thet the vealidities obteined U, the / pay 
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 Anvestigators were based en enormously greater numberz of 
@aaee ant that, whereas tne Army experimenters unel pwidy 
Petinga ae the criterion, both Probst and Enauft used super- 
visorst judgements, It seems likely thet supervisors! judge 
ments would correlete more closely with ratings sade by super 
visors then with buddy ratings. 











More recent etudies of ratings ootalnad with the new 
Away form have ylelded the Gistribution curves presented in 
Figuree ©, €, 7 on pewes 9@, 97, 2nd ge roapectivelr, 2° fl- 
thekgkh as shown by Siseen, tt ths foreed choice rating tives 
B Slightly better approximetion of the normal dlstribution 
then the FORM 67 which it replaced, theee mors recent studies 
reveei that lt falla far wort of atteining the itteal, norwal 


dietribution. 





The currently used Arny form has reveral 
points sf superiority. Frincipsel emonc these are: 

ge} Sy “diaguistag" the neture of the serke being give 
em, it minimises the sbility of e Liased rator to wake an wie 
duly biesed report. 

(b) The forx is denigned tc minimize the leter required 
te prepare it, to marx it, ani to seers it, 

{e) It provides for revisr onc imiorrement Gr hiyher 
authority. 

(a) The procedure provides thet the rateots immedinte 
superione will perform the retine. 


(e) Ho ettempt is Mede to Geseure qualities whieh may 
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determine’ by mere ob fective means. 

(f) The form provides e means to indiests the basis 
the rating was arde, thus affording information to 
in evaluating the reting. 

(g) The validity is superior to thet of tle evaluative 
, soale. 

(nh) The Giatrivulion of scores preduced by the forced 
¢holee device approximates tie nomml distribution wora close- 
lp twan Joes the distribution from the evaluative graphic seale, 
tn partieuler, the forced choice form causes more ratings to 
fall into the "average" and “velow average” zones an’ thereby 
@iscriminatar batter between officers in the lower end of the 
diatrioution. 

The Army's rating system hes e number of shortcomings 
tes. The Wore impertent of these are: 

(a) There ia incomplete provision for an indiestion of 
the etrem, yoints on’ weaknesses of the retee. Certein por- 
tions, “ections C, V, eni VII, of the rating device do show 
Some iofcrmation of this rind but the two sections of forced 
choice items concedl tielr true indtostions from the retee and 
rater, 

(>) There is no provision for discussing the rating 
With the retee or for certifying to him that the reting hae 
seen duly mele end submitted to headquarters, 

(c) There is no provision for rating the raters, 


(4) The reting form and preeadure uske insufficient 








Se ene TOT eR OO stent 
> siatannaniastncilatany abepente when on 
1 cheese (Os at Te + sce Ame Shaieh gered 
wes ah etree paltay etd TO CSTV toe iY «8 eeetiow wake 
hertes te emhfor! ont at wll Ot b piven ae 

‘Sak ebr> aot ew) eet aod edeas ious ames! sodqdip 

a 

ald) we ge dene]! 85 Rbelvwws am oF ot (a) 
O28 SH105T ee Seed ae OP WAIEIICOs Te <0 enser mae Hebe 
th tl ee ee 

oeTereT et Gulley onl GbSTYORS Ge Ge enatd (6) 

IANO Tieed. eter eubeerng Gr cert were at (s) 





7 








JOT 


ve 


Aouer 


[ 


oun U 


Spedtp 


4) 


fos 


| 


C™ OT CTU 


tZEe 


org 86CG 982 wLZ 292 


a 





tory Ga Toa sae Wier on it at NX art 


Mu T Tuguer TL 7 cig 
| 





=N) Tenuue-Twec % Tenuuy 
(OOO‘OT=N) Wiazequt 













Interim (N = 6218) 





—— Annual & Semi-annual (N#= 6318) 


7g !Yo 202 2/F =—246 23820 G2 27% «23860 «6-298 3 #0 322 














From WD AGO PRS RBPORT 799, The 1948 standardization 
of Officer itfficiency Report wD AGO FORM 67 - l 
Y Jumer 1949, p. el 


DISTRIBUTION OF OVERALL RaW oCCuis ON 
ARMY OFFICER SFFICIRNCY REPORT, FORM 67 - l 
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lon Lor m1 Sifference in dutiss on! quelities 
officers evening on wuether ther are of the Line or °teff, 
rp they are specialists within those categories, or wheth- 
) qualifications. It ts possible, hewever, thet the ewmpiri- 
@ eelly chosen forced choice ttems gay vutometically account for 
 gueh differences. 









or @ngeged in the duties of timir respece 


fhe Air Porce Keport 

The Air Porce in 1940 adopted a new retin); ayete which 
wae the outcome of considerevle research oy tie American Inetl- 
tute of Kesearch of Pittsburgh, 1* It fertures a pemphlet or 
work booklet, im whieh thw reter recerie the reavite of obser~ 
Vations he mexes of the retee, en a single sheet reting forms 
OM which he suctenrine® the iats recorde? in the vooklet. A 
sample pege from tne booklet Le shern in #ppentix FP wnile the 
rating sheet ie shown in f/ppendix C, 

Description gni use of beoklet. Toa guide the preter in 
his observation of the retee, the wore booklet, eutitled Ciec). 
List of Critical Nequiresents for Crficer Vvelumtion on heport 
of Officer iffectivencses, liste six arers in Mie. profletancy, 
Or the lack thereof, 48 significant. Thess tin areer arms 

L. Frefiectency tn Nendling Admiftatrative Cetelia. 

il, Preficitemey [ms Lapervisiag Personnel. 
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I. Prefieltsaney in Flanning and GSinrwetiny Peticne 
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« Aceeptevee of COrganizatiomal ‘esmonailtilitr. 
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VY. Acceptance of Personml Responsibility. 

VI. Proficiency in Duty Military Occupationn] Special- 
tye 

Within each area of profleiency sre ileted specific abe 
servable behaviors, each divided into five degrees of compe- 
tence with each degree incicated bry a one digit numersel and a 
short descriptive atetement. Theee sanpecific observacle bee 
haviers sre arranged in a ccelumn with the deeeriptive statee 
ments end numerals »laced along a line opposite each es in a 
graphic reting scale, Thus if the sater, while considering 
the performance of the ratee in one of tne significant areas, 
observes behavior which may ce deserloed by one of the phrases 
provided, he marza tne digit over the satatemant. As this pro- 
cess cuntinues throuyhout the period between ratings, a body 
of information about the proficiency of the ratee ia bullt 
up vesed on bia cbaerved venavieor. It ts recorded in terms 


7 miniprum come 


fa 


of the nwaerals with the fiyure "1" iniieatin 
petence end "S" indileatins meximum profictency. 

"hen the date for prepserin, the formel rating arrives, 
the marks in the booklet are transferred to apsces provided 
on the reting sheet which is a condense) graphic rating scale. 
Phe scoring, is done by hend on thie sheet, treating the marks 
with the prescrived weighta. 

The reting sheet, The reting sheet, wsich ia entitied 
heport of Officer [ffectiveness, provides apece for data other 


then the sumasarised observations Prom tie work booklet, There 
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is, of course, a pleece for certain necessary bicgreplical ine 
formetion. Wext on the sheet 1s a sather large space (nearly 
one half of the pege) for 6 general overall evelustionel ree 
port. Next 1e « provision for the specific, forme] dalegae 
tion of the rating uuty by the cowmanding officer to sume 
ether officer toxether with 6 atetemont of the reason for 
euch delegations. Thin makes it pessible officially to ne 
sign the reporting duty to the offieer with the most adequate 
knowledys of the rates. Following next is a place for the 
signeture of the reporting officer (rater) and the comeanta 
and signature of the Indoralng officer. 

The reverse side of the sheet in given over te 6 ree 
atetement of the sin significent ernas of proficiency with 
space wider each. for entering the aummesriged uumerics. marke 
descrived in the preceding trontment of the vovuklet and ite 
us6. The sprees for the entries ere so arranced that the 
secres may te calculated ani ewaeerised on the sheet end the 
total entered at the bottom, Lestiy, there is a amell spece 
reserved for use in deveribing the ratee's "Niliteary; Oscupee 
tional Spectelity". 

Kveluation. The strength of the system lies in its use 
of the work Leoklet to record ectuel obssrvations of signiftLe 
cant beheviors &a8 they occur, It is, in effect, e comprehen~- 
sive grepic reting scele of the deneriptive trpe with the 
a&dventeges inherent in such «a device. BKoreevar, tue booklet 


provides, to a considerable extent, for reting on tee spet as 







ms 
<1! Ieoliogrqedéd fabaeuee ciebue oo) peely © ceetere oe ye 
Se ee ee ee ee 
ort inwlidetns Cleves Levees 6 40t tebe ot We toe 
mabe demas ti hiewe ate wh ewdedwewe © 6) dm 
ot OF AUT we a Wee patie eee Se 
“St of wWilssesT= siddieve 1) ome Li wow i tteaied 








ry 
















8 od Thee ede Od tte cer He eh erneree at 
Seserussudeptehenan etainiaemhintceoaane 
eG tee bona ree bets ote aoe y6s ee 1 Ohem 
A At 
Se er ee ey 
odd Lee Jomth “04 a> Mot yeemes cor MOedemdn) mi ee SEO Og, 
conus Liam 2 af amet qaiihad oavttnn om) Fy mmntes Sammy 
ceed esi” si antee wr? entre yrs 
s 
tes nat od ntl mene ee Meme a ealpeere 
—Sisgie We eressoreme Jesu carom “cree ee ol? 
<antgtaws « ,deeTie oi yet to teed oe onnleetee eae 
wa the ene eviieyphrweet aff “en itee aodden gieats ovis . 
ee a] 
a0 6 8 & etter 18) pheedat olopets eee * 0) . see 











- 102 
the behevier eceursa, thereby eliminating the errors Jue te 
the frailties of numan memory end aecuring ea rating on the 
firm basis of actual obaerved vehaviors. 

fne deaigners have reported a aplit halves relfladllity 
eoefficient of +.590 using 554 ratings divided into equivalent 
helves. When corrected by the ‘peerman-Srewn formula the re- 
Liability coefficient became +.94. This ia the uighest relie 
ability coefficient for a rating device whieh the writer has 
found reported, 25 

Other advantages of this aystem Include: 

(a) Limitetion of the rating to qualities @!tch cannet 
be deternined more securetely by more ob jective weans, 

(o) A design wailed permite quich! and vas! trenefer ef 
the informetion acewruleted in the booklet to the rating sheet. 

(ce) The rating eneet la designed to present tne Serk~ 
imge in an analytic en! easily unierstan‘sble ferm,. 

(4) Previaion la eaie fur &® genersl overall avesluatlon- 
Sl statement. 

(oe) Provision ia elao made for a statemedt of the rate 
ee's specialty, 

(f) There is provisiun for formel delegetion of the rate 
itn responsibility. 

(g) And finally, there ia provisien for the revlew and 
imiorsement of the ratings. 

Chief ameng the disadventeges of the syotec is the ob- 


viously umwieldy proeedure of thie raterts sttempting to keep 
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current © wovk bokiet on enely of tie affiecer aboriinntes. 
It ds not difficult to delleve thet, fu actual prectice, the 
vooklets ere relegated to the seniorts desk drawer to be pulle 
ed out from time to time and brought “up te date" by the pro- 
cess of recalling incidents to record, Althouvh this practices 
undermines the plan to oa constderable oxtent, it ia probably 
better than the technique common in most rating plens in which 
the rater site down once in three months er six months, or whate 
every the rating interval may ve, and attempts nan judgeuent beged 
on whet he can reeall of his observations of the ratee durin, 
the interval sinee the lest rating. 

Other disedvante ces of the eyetem pres 

(a) There ia no provision for showing: the ratee hie 
ratirne. 

(b) There is no provision for eertifying te the ratee 
thet his rating use ween euveitted to head qurrtera, 

(e) The rating form is not dewlgned te tere edventoge 
eo: modern machine met.o¢gs of Sevring, Bertin, taculatilon, and 
evalustion. 

(d) The ayatesn does not provide for reting the reters. 

(e) The ayatem does not imlicete the kin? of experience 
with the ratee which the rete’ has used as & basin for his Nidge-~ 
mente. Thet ie, one cennot tell from the ratin, whether the 
rates wae observed only in a school s#itustion, an of flee site 
uRtion, or in an operetionali poeition. 


(f) The ratiny procedure and the for: mehe no tllewence 
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—s- fer the uiireee is dutlos ant qualities reqairet of effi- 
@ers depending on whether thar ere of the Line or the Steff, 
Or Wuwther they cre epectaligts within thore entesories. It 
ds possible, however, thet the investigetors, in choeeing for 
the items on the mating ae#le in thelr wort boeklet ".s.incl= 
Gents of hew effective and ineffective offteers had eeted in 
perticular militery eLtustionss.."24 neve sutewreticslly ac- 
eounted for differences in the duties ant qualities reeulred 
of various officers. 
The Merine Corps Seting Porm 
Description end use, Tu) METOMT gM PITH oF 
QR TUE UXITED PRT BALLET, GONPS gmewn in Appendix MH, La 


the Driateat of the four militery reting Gevices. The face 





of the form prevides apece for the ugusl clogrepticel data 
end presents a Tew brief inatouctiuns te the rater, 

Below UWere inestruction#® ifs © graphic setile Waleh iletea 
the principal duties ef a Kerine officer in general terne «ith 
provisions for an evaluation rating on erch., The possible 
juigemonte renge from "“Unsatlefactory" to "“Cutstending™. 

Turning te the reverse alde of the sheet we find a se= 
cond gray;hic scale designed ta ngasure certein attributer con= 
sidered significant, including "“Mhysical fitness" sud “intelli-g 
gence". This scale else requires eveluetive judgements reng- 
ing from "Unsetisfectory" to "“Gutetending”. 

Followin; the seeund retiaeg scale are severel questiona 


intended te elicit intosertion e® to the following: 
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(a) Any adverse teeperamental, moral, or physical chere 
eeteristics whieh the retee might have. 

(vo) Any other derogatory informetion which the reter 
mey tueve om the rates. 

(c) The rater's attitude toward heving the ratee under 
his commend {n wartine, 

(d) The rater's estimete of the ratee's "General VYalue 
to the “ervies", 








There 1@ nlae space for eny additional pertinent informetion 
or comment not covered elserkero in the report. 

Anelysis, fecently tne Headquarters of the Marine 
Corpa begen e profect of resesrch, +5 

eeedenling with the revision of votn efficer 

and noncommissicned officer fitness reporta 

with a view to improvement of those currentiy 

in ug@e 
Preceeding with the portion ef the preject concerned with the 
officer fitness report, the investigaters constructed six dif} 
ferent types of reting deviees besed on saaple ratin, forms 
@:-] informstion obtained from the other three militerys services 
ana frum thirty leading cowaerelal concerns. Using these ein 
deviees end the officiel Marine Corps form, comperabioe ratinga 
were obteined on e pepulntion of S7C Marine efficers of verve 
ine rents with 806 other Marine efflears of varying renka aete 
ing as retery, The project plane esil for correlation of these 


ratings with buddy ratings ef the 576 subjects e2 a critoricn. 
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The rewulic, when they wecome avalleLle, Sill Likely prove to 
be an interesting en! velueble centribution to the store of 
unowledeé in thie field, 
Until such time a8 the Sinvinge of che 





etuty doserlied above heceme avellisile, evaliustion of the 
Nerine Corps form must preceed largely on a baaia of a consi~ 
deration of ita Cealyn.e 

The most notledabvle alvaentece of the form in ite breve 
ity ani the oawe vith whie: it cam be Filled out. Thia breve 
it) ia metehed hy the euccinetness of the inetructions to the 
rater. Other good pointe of the fore ares 

(a) It beA the @lventege inherent in @ erapiie scale 
in that the eassesament of the retee is itemised, shewing hie 
Strong points am’ his werknetses, 

(>) It previder for a censral overnll evrluwtional 
sStetement by the rater. 

(e) It provider for the report of pertinent inforssation 
om coOl@ment not etherwlee covered, 

(d) I& »rovides for an indleation of the raterta attle= 
tuce toward having the raetee under his comeami uring far sere . 
vice. 

Turning attention to the shortcominys of the form, we 
Pind that: 

(a) The graphic ecalesa are abbrevicted en) contein evele 
uetive rether then descriptive terms to indtierte the vyeryving 


decrees of possession of a trait, 
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2 () Te traits or qualities on the acalés ere bot weffte 
- (ce) There 1s Ko sefeguerd provided agains: the Lele 
effect. 

(a4) Gne grephie senile Lucludes "P.yotcal fltnecs” end 
"tmbelligence” enung the qualities to be reted, « vieletion of 
te principle tuet quelittes which emi ve sore securately de- 
tertiined by avre objective meane sivuld not be Lieted on reting 
eceles. 

(@) Tue fern is net deslgned to per tt rapid and acon 
Pate scoring, tabulation, ead eveluatiun of the dete by modern 
meaouine methods. 











(f) The form duen Mot require thet the mtln, be shown 
8 th reves and there is ut previelon fuer epeletiog tua rater 
ia preparing, for euch an intervie, 

(¢) The retim, procedure dees not previde for the rete 
lg Volng Bade Ly tye edperfor with the Boat complete knowledge 
GF the petes, 

(h) The reting precedure and the form geke no provision 
for the fiffaerence in duties ant qoalities required ef of ficore 
depenting om ehether they are of the Line or the ‘teff, whether 
they ame spoclelists within thoee categories, er whether they 
ave im wehoel or engeged in the duties of their rospective 
Ciaeslflostlone. 

(L) The meting precedure Enkes ne provision for éither 


Ue BvOeveging of tie Patings Wide bY weVetai reters or the 
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ae Added anid 6 then wh Nites Sarat 
(§) Fineliy, the reling procedure makes no provision 
tidying to the wetee that ils reting hes Leen submitted 


SUBBSAY 

Prom the preceding description snd diseubsion it Le 
@vident thet the Navy's fitness report fom: is yenerally un- 
“get afactory, The Army's form ls # superior one mod is the 
‘Bost extensively tested of the four, Its principal dised- 
vantage lies in the ebeence of any proviaien for ecquainting 
the retee with the detaile of Ale rating to efd ite in self 
fmprovenent. The fors used by the Air Force appears to have 
ecomaidersvule “fave validity” owl is om example of tle beet 
type of graphic retlay acale. It possesses the cdded (ood 
fepvare of a provision fow eyetwaetiaghig the pelects obeerva- 








then of the rater to a greater extent ten le usuel In reting 
eyéetems. ilowever, the Air Porte system aurficn from cumller~ 
somencssa in use, The chief advantage of the Barine Corps form 
ie ite brevity, 
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LOY 
PAAT TIT 
Chapter 1 


COHCLUS TONS 

Prom the foregoing chapters of deseription and discue- 
@ien, certain oaneLasione may be drawn regerding the flsld of 
aorvice rating in general eni the design of an leproved Naval 
officer's fitness report in perticuler. These ceonclusione may 
be sumuerized briefly es followas 

(a) Those in euthority cannot ol smente the need for, 
nor escepe the responsibility of essessing, cither at intere 
vols or more or less continuously, the velue of their indivie 
dual aubvordinates,. 

(>) In the present state of the sclence of psychelogi- 
Cal meanurement, cependence must be placed on judgement in 
achiievinm, these asgessacnta. 

(c) "hen assessing executives onl Navel officers, the 
dependence on jJuwipement ia necerserily preatest Jue te the 
nomeexiatence, to a large extent, of objective measures of 
oxecutive performance, 

(¢) Human jucgement is a complex product of many subtle, 
mutually interacting influences and, unless Lt ia:rether firme 
iy foumied on objective evidence, it ia certain te be & varie 
able ontlty, characterized by considersble inaccuracy. 

(e) Lacking suitable mesna of obteiniiy ovpjoetive evie 
dence, 6 need some method of syutematising judgement end con-= 


trolling or minimising its weakneages. A concumitrnt need, 
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whieh {4 welatively esey co S11, la Peovision of o levies 
for recording Judgements, Caereby Ovelling deyemlence on ue 
pelieble memory. 

(£) Undlemayed vy tive ALCTleukty of the problem, in- 
woetigntors have vougst enewyeticelly for an maber of fees 
(@t least since the closing years wf the cinetwenth century), 
@ml arm continuing Une awarch, fer 6 means of controlling, or 
mintaising the vagaries ef tuwen fadyewent tn service rating. 

(g) Such means ag heve been devised for this purpove 
heve veen only pertially euesesssful, VWhis te pertepe due to 
failure to filter out of the retin, the reflection therein of 
(We pPersunslity of the rater. It will be pmeemberee thet the 
rater merko the vetee not oa tle omtoe Le Lut as ue perceives 
the wotee to be. 

(h.) It appears thant furteer ‘aprovemeht of impertenre 
met avait suceese if, (1) Ceemuletion ane verifieetion ef 
om jective oriteria cl enecutlve yerfeeuango ami, (2) the Gee 
vVélofeeent of @ Miole new tieorétiosl beseis, a& suggoeabed by 
Flanegan.> In the gweantineg, the beat features of the exnlist- 
ing syetene aliteuuld be weed, with full resiivation of their 
limitations, since any tvol, even an lLawerfrect ome, ia vetber 
tiwin none. 

(4) Lach of the weversl syeteme of servier Patumy in 
eomten aee tuiar nes ite edventipger anti ilandvente ges. 

(3) The most proumielog pusslbilities @s wypese of «a new 


Nevy officer's fithess report Cerm appanr to se the Tarced 
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Lai 
ehoice retin, and tus Prebet cheek List device, slttieugh 
meither hav been tested coneluslvely ageinst @ ore hie ret» 
ime scele of superier deetgm. The ferced choice form seems 
te We most resletant io reter's bias end Lelo wiile the check 
List as designed vy Prevst ie were succeauful i: seldeving an 
afpronimetely nureeal Ulatrivution of scores. 

(k) There aru certain etre features wate’ alhuekhé be ae 
pert of the =eting sy. tem if it fie to Oc compliat: each of ite 
ov jectives. 

(1) A fee oc thee fweturve fre iecompetible in thnt 
faclusion of one of then will Netract sumewhat Crom the effec~ 
tiveness of anotiieor, Tor exile, it le desirable te omit 
from tlie rating form the Key for scoring in eruer to deny the 
reter imformetion with waicn we mey control the overell merk 
we giver. (fuch cemoesloent te fundementwl to the foreed 
eheoice ayttem.,) UVut ween the reel meanings of the ratinge 
are thue withbeld, loporteant informeiion wiich Loth the retear 
aus retees should heave is kept frye them ani the velue of a 
post retliig intervie® is greatiy reduced. 

Path. thete coneideratione in Mind, it Le propa@r io ad- 
Véncd tm the probleh of improving the veating #yiter in uso for 


ovelueiing Wavel officer performances 
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PUT Lit 
Chapter 2 
REC OME HDA TIORS 


First Necowacndeaticn 

It hee been concluded thet the most promising posal~ 
bilities as types of e new Navy officer's fitness report are 
the forcet! cholee rating end the Provat check. list devices 
&K third, perheps aomewhat less encouraging, pomalibiliity is en 
improved graphic rating scale incerporating #11 the recommend= 
ed features Tor increasing objectivity and resistence to halo 
anc rater's bias. 

fa etated in the preceeding chepter, neither the foreed 
choice device nor the Prebst check llet ia clearly the better 
in all respects, ami neither hes been tested conclusively 
ajeainat a graphic ecale of superior design. it is recomacnde 
ed, therefore, thet the Dureau of Havel rergonnel experiment 
with a scale of each of the three types eapeclallys conetruct 
@i for ita uve. ‘Che three devises should be tested siwultane- 
wuely for reliability ani fer validity ageinest improved crite~- 
tle ami using in beth teste the largest precticable pepulntionas, 

The “ieproved erlterla should ve derived from a proper 
COm@binetion of buddy retings and other pertinent Informaation 
regarding the ratees such ag the morale and attitudes of their 
eusordineates, the effectiveness of the organisations whieh they 
heeded, (as determined by the moet objective Seana which can be 


devised), otc. The met!.ods to be employed in iseleting and 
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collecting this information end in achieving ite proper combi~ 
mation are beyond the seope of this theala and cenzot be dise 
cussed here. Suffice it to assy, however, that the mpc 





ef the criteria 4a so crest thet ny practicable effort should 
be gapared in carrying out this phase of the project. 
Porm 

The administration of officer personmel in the Navy fa 
aueh thet, although in some cases, initiation of sduinistrative 
@etion may teke place in the fleld, final sauthority rests in 
the Dureeu of Ravel Fersennel. A fitness repert designed te 
Give only information for eueh final activun might very well be 
of the type which coneeals the true nature of the rating made 
upon it from all who deo not held the scoring key. 

However, au discussed in Chepter 1 of PART I, the effl- 
clency evaluation has edditional objectives. it will be remen= 
bereé thet supervieor improvement is one objective, improvement 
of the ratee ls another, while aiding i: the meintenanece of 
moresle end discipline completes the liat. Maximum eccomplishe 
ment of the first two of theses wiii require that tha rating ve 
in wome sasily underatgod anelytic form, wherein an overall 
ecore mulehnt be satiafactery for tis Leat nemed purpose, 

if either the cheek list or the improved gre tiic acale 
proves to va the «ost efficient, end consequentiy is ecepted, 
the requiresent fer a diagley of the ratee's qualities mentione 
ed above wili be met. The forced cholee form however, would 


not provide the desired diaplay, ‘“hould the forced choice 
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rating be adopted nevertheless, provision should be made for 
en sdditional rating, for purposes cf analysis, on eo graphie 
gesle which the rater could show to the ratee ern Jiscuss 
Second Aecomuendation 
If the first recommendation ia not feasible, the less 
expensive (ani also less conclusive) plen recently employed 
by the Merine Corpa, ani descrivced herein, ahould be Pollowed, 
The rating devices of the Army ami the Air Force, sultebly 
edited to eliminata obvicusly ine,plicable ttems, should be 
tested with en impreved graphic acale against improved crie# 
teria. The moet effective device from tnuis test group should 
become the new Navy officer's fitness report. 
Third Recommendation 
ven if it is impraecticsble to consider eltering 
bagic features of the present rating system, it would be a 
Gistinet eter forward to prepwere am! place in service en ime 
proved graphic seale, It weld Se essential tliat Limited 
testn to datersine reliability be performed but the requiros 
ment for velidity must be met by giving the scale maximum 
fwemervalidity furing design and construction, 
Pourth Neeowrendation 
No matter what the final decision may be resamrling rate 
imp devices, a definite rater training preprem should be entaw 
vlished as goon ag practicable es a permenent pert of the Na+ 


vy's educationel eystem., In this case, as for the intreduction 
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fhe material to be tauht in a pater trainin: provran 
hes been discussed in on earlier chapter. hater training 
@ourses offering this meteriel should be included in the cure 
Pheula of the U. 8. Naval Academy, Tho U. S. level Scheela 
(Generel Line) at Newport, R. I, and Monterrey, Calif., and 








the U. 8. Naval ROTC unite at clilyilin colleges ant universie 
tlea. Instructlonel pemphlotea should be prepsred and circue 
lated to other Naval sctivitier ond, if funds permit, a treine 
ing moving picture film should be produeed. This file would 
be perticularly effective in dramatizing the cyele of, (1) ob 
servation of the ratee by the rater, (2) recollection by the 
reter, at reting time, of Lis observations, and (3) trensfor- 
mation of these recolilect!ons into merks on the rating blank, 
Other aspects of tue problem such asc tne benefit to the vervice, 
@ni the Nation, whieh will result from careful and coneslontlous 
marking ani the herm to the Service, a@nd the Nation, which wild 
raaalt Crom improper merking of the ratings could be emphasized 
in a filme 
Subsidiary hecomasndeationa 

The deaisners of a rating form for Tavy use anculd take 

evgniecance of certain eenerel consi-ierations which arise Drom 


recognition of the principles of good service ratiny design and 
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Ganlalatretion chign case ULecuseed in Chapter @, Pre? IT, 
factors ere offered in the followin, persgrachs se subede 
diary recomendations. 
Information to we Eliaited 

Tue discussion in Chepter 3 of Pn? II descriced the 
a@iffteulties xttendent upon the determinntion of whet leaders 
Go, or whet is more importest, of what sapects of a leader's 
vbehevior are signifLcent omi are therefore objects of inter= 
eat on the pert of iis maperftors., The lieni efficiency evel 
wation devieu would be designed te elicit informetion on those 
significant behaviors, ant ecsle ELtema would be ehosen seourde 


ingiy. Selection of the Ltems 18 « matter of jwifement on an 





prigri basis ani, appareatiy for sume ties to come, must 
POUR 80. 

Authorities in thie fleld are woanirous in the opinion 
thet the items used on & reting seesle ahould be cheten from 
among; those composed b&b men who Bill later use the gevis in 
rating tueir eauboriinetes, This applies no agatter whether 
the projected device will be e xraphic senle, * check list, 
or « forced choice reting form. The easewaptionse «pon sich 
thie vlew ls based are, (1) the Lamediate superior: of the 
retees sro in the vest wositien te knee wheat beheviors cre 
significant and, (@) heving pertieipetec in ite destiyn, the 
ratere will heve more respect for the retin device eni wlll 


ute it more cerefaily. fowev r, even though the © ecifie items 
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Bhould be obtained from tie suggestions of the raters, guide 
@nce mey to furnished them wy specification of the sreas in 
Which suggestions are desired, 


ignificant sreas of informetion, ‘The mo»t important 
of the significant creas of information are, (a) Leedership, 





(bd) performence of duty, (c) special qualifications, end (4) 
eppeerance 61] general conmiuct. in addition there should be, 
(1) a list of stendar! situations in which the rater muyt ine 
aieate the extent to which he would clace devendence on the 
retee, (2) a specified difficult situation in whith the rater 
anould indicate hie attitude toward havin, the ratec serve 
With him, end,(3) e apace for a general evalustivonal state- 
went end eitation ef eny pertinent commeniatory or derogatory 
material, 

fakin, a cue from Wavel Leaderslip* we find thet in 
the leadership sresa important items sro leyelty up and dewn, 
morel and physical ceurage, hemesty end fairness, cormson aense, 
goo! fucgement, confidence, initiative, teet, self contrel, 
humor, modesty, entuusiogm, ability to delegete wisely, to ese 
tebileh communication up and down, to plan, to implement plans, 
to cuntrol eperations, end knowlelge of other principles of 
good organization and mana; ement. 

There will be sueh overlay Vetween the leadership and 
performence of duty @reas but the latter should be ineluded 
nevertheless. It wili provide e» meane of Werking officers who 


may unppen to be serving in positiuns requiring @ inimeal dig~ 
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1Le 
worship qualities, Initiative, ability to glen, 
gecuracy, thoroughness, conselentiousness, end ve- 








The speckal qualificat: ne seetiun would coe intended 
! umy speciel aptitudes er evilities which the of fte 
Ger might have develpped but witei probably would not ve on 
pycord in the Bureau of Nawal Personnel, Suen things e@ a 
at ship hendling ov erganising and treining ¢un crewe 
678 important to record put are net go treated ueuelly. The 
fimel erea covers personel ueetness emi thet remeonsile sttene 





®ien to swell details of regulativna end custome which are one 
of the ULetinguishing merks ef the excellent officer. 

Te superiority of vic descriptive item over the eval- 
uaticuaa tet been pointed out. Ceceuse of tile superlerity, 
@11 tteme siowld Ge comatructed to deverlle the Yehaviors 
Wuith will imdicate the preseRkce or aveence of tue varioun quae 
litle, involved, 

Specificity of Rating verice 

Glosaely related to the subject of the slonificant areas 
of information to we covered, is tae gueetion of whether e 
Single vetin,, device can cover adequately G11 tue Tmeportent 
Qualatiea whien must Ve possested by thea offlerr vorpe of a 
molern navys iInelwied in this §reap of then, one will find in 


a@ititilon to the general line officer (executive), a leng Liat 
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of specielists in varivus technolosical fields, in comunice- 
tion, vusineas end sugply, lew, the social sciences, and in 
medicine. In the sense that all Naval officers ere on.ecutives, 
they @ust bring te their duties certsein fundementel character~ 





istics common te ell branches, Mowever, each of the spectal- 
tiet lieted above requives alas « cifferent aggregation of pe» 
@Uliar knowledges andi skille, end perhaps attitudes to some 
extent. Dut is considering the Seasurement of theee special 
qualities, ome finds that he Le encroaching on the flelds of 
intelligence teating, end aptitude and achievement testing 
where service rating has mo place, 

There is no satisfactory answer to this queetion., Au» 
therities syree that a reting device shuuld Fe designed for 
the specific group wilen it ie intended should be rated by it 
and they edviee thet several different forms may be needed to 
rate tle employees of « singie commercial firm. HKecommendetiuns 
regarding the specificity of the executive reting form sre not 
so unequivocal, however. This Le sot surprising when one ree 
calls what nes been said in Chapter & of PART II concerning 
the lees of information wa to “Lat &epecte of an sxacutive's 
performance are significant for the purposes of evaluation, 

it is probable therefore, ti.at 8 getiefsetory answer 
will ust ve forthcoming until the findin s of satuiles now in 
Progress Deecome arvalileblie. These findings may reveal differs 
enter (24 well as similerities) between the Lehaviors of gene 


G@rai Line officers wend the varivus catecorie.: of speclslista 
as yu” 
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pea) 
oh mmgattutd thet the design of special reting tlantce 
‘TALL de seen ae clearly necesonry. 

‘Three of the Cour allitary rating devices whieh heve 
nea owke seep ottempt to secure # retiny in the 

| im se@epe in the new fem, insofar as budyetery conet~ 
will pereit, patwion eight be eccompllated by, 

| deviwing s babic rettiag form for all officers to ve re~ 
d@wpentiod vy epeciold reting Corus for certein clesses of 
Speciniicts, or (2) by giving more gpece on ti single over- 
‘all fore to s Wecription of sad rating in © spectelty. 

If the plan for e@eitiens] a-eectaliat rotir, tanks tis 
alopted, ihe #peciallet officers migut ve prowwe!l eatleface 
eOrily for reting purpowes inte, (1) technological ead acie 
@ntific epecialiate, (2) business en supply epecl*liets, end 
(3) Be@icel snl Pentel officers. 
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Infgrmetion to be Nxcindead 

As previously tlecuased, Gquplitias # ich we» of deere 
mined by »ore oblective mesne ahwuld not ve measured bs rating. 
Woreover, because of tha impertence of ltmittinag the length and 
eomplexity of the form wherewer posaibis, Ltema which require 
emtrice that do net contribute information of value itn reache 
im, an assesement of the ratea wheuld be weitted. 

Lengtt ani Complexity 
The question cf the length of the rating form, the mun 


ver of items on it, wae Giseussed in Chepte>r 2 of PANT IT where 
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Mowever, e¢ wentiuned thare, the cost end adeinis- 
ity eonmet Ye igmered. Po eover epectflewliz weel of 
Quelities sentivned esrlier tn this chepter would require 

: of aipréxntmttely tiliety items. Tale nutver why 

| eliuegsive Uy the nt@mlards Gf thease, who, Ou the bashe 
the results of factow ammligstia, feel thal rating actles 
mmaure of) one or two qGuelities ot meat, But, Judging from 
We experience of Protst, thirty liems may mel Le toc many. 
We bAe reported tuat the avercye number of Ltens cliected on 
WES Seles, kics tmough it Ligte lOl items specifies thet eniy 













titre whew are epplicebia to ths Detoe Ere tu be c..ecWed, ia 
wetweer twenty ei. twenty<five.” 

Zi WoOkld be Gesiratiie Yo Limit Che form te oniy the 
twe sidws of «© single wheet of peper af tuches wide ond 14m 
imehes long, wae siege cf the prestut Navy Citases report fonme 
The requirement tor esrbon ceples dheuld oo eliminaved, Lnee- 
fer ex powetitle, o» Lt complicates preparntivum and Yiliew, and 
imcreases costae. There eypears to be us need Ser cuples vee 
ohuse “Inugming (Pilvmess) reoyerts are filed lu a jechet of 
Uuelr own, Thhe 18 é@veileble for all perasmol acthone,es.”® 

Lo long as the Navy Negwietivus provide thet prampt 
SuvMiiseaiun of fitmeas reyorts is & jJeLlnt responelviilty of 
the satea and rater, coms meaus of motifieatisa to the rates 
tuet the transection hes veen accomplished ib desirssle, The 


pekent Navy fitness report form provides, & carbon copy of tire 
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lee 
of the report for tue retee. This feature 
dhuwid be wetalned, Indeed, thers Le much 
whiting © cemplate copy of the entire rating 
mes pemmnnent sr] complete recort of his su» 
Better ponitivn to plan actlon towere aelf inprovenent, 
Machine Frovenaing 

The most efficient aesned for scoring, #orting, or tebe 
ting ¢ lerge number of etudler reporta ie ile mse ine mebhed 
uswee brhefly in Chepter @2, MNT II, The feellity end ace 
cy With wWaleh theese epersiions cen be sccemplithed by mae 
ry rewler thw depemlence on oljer processee uwiaelbe. 

There hee ween sors expurinenteatium in tie Durseau ef 
Wevel Personnel vith a reyieton of the present Cltnega report 
form “Sentgned to feeilitete Pumehin, it on on IBM as rat ,@ 
Although the revined fore wae not adopted, ony ney deetgne of 
fttnees refert definitely ghoul inclede provietone for ame 
chine pwoce@aing tn the Pureau. The Nevy caneot afferd to 
tgmcre the important efd to edveneed pernonnel practitesn vhich 

















the technique of ecline proceasime: of Pltneus reports. afflorda, 
It ls beportent £4 te umprecedantedly lores peecetin Yavy of 
telay ef would De vestl) sore ieportent when the Wevyr ie re~ 
qubred to expend to meet 6 asticrmml ewerguncy. 
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KVPREDIX Ae 


Mvaluative Type Graphie Scale 
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PORCED DiNPRINVPTION OCALI 
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| Inetructions to raters Chec. oniy thowe ste venenta among 
the following Which are applicatle to tite ratee. 


F : Is guiex to tene tim correct action when it is 
needed, 

: t Ie resentful of conatructive criticiaen. 

; t Can be trusted tu carr out eantignments to beat 
of uia @ULlity. 

H : Le Yrequectly late te work. 
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{Report on Officers under U. 8. Navy Reguintion Circular No. 86, September 10, 1891. A separate blank to be used for each Officer, } 


REPORT ON THE FITNESS OF OFFICERS. 
(FORM A.) 


> 


eee 
A Wil, . eae : WNuwk, 


te 


H. @. ym. Commanding 7 de. Bp. 
Matin oF daly. ae eR |. ee ween ee —- | 
Stitcd covritel by the) sep l, fiew . . ate eee ma , 


77. : aca 


1. Ability to command. —....... Be ter eee Mee ak Seer aces 
2. Manner of performing duties. 

3. General conduct. ee 

4. Sobriety. | a. a 

5. Health.  .. 


6. Condition and efficiency of command. 


é. If any special duty hus devolved upon him, state its nature, and how it was performed. 


8S. Remarks. 9 ............... 


ee ee ed 
Mh o/h win wes iafe tielea = a) cee ees 6 ee ane femme en A224 ss eqeanan aa 


y ily y ve Bevan Perl BA Fevvm: bbe culties tedern mad aia hte wel 
rmpoat tint. nn thal oy , fu eo remmientrulel MI aC table WMOMCH, Ws Milerhid. 


5 U. N, ae 


( muddy. 


Aaa eh ad * Remarks.” refer te any speclal reports made in accordance with Par. Vo Reyulation Cirenlar No. 88, eithin the period rovered 
thi« repe 

if Answers to qnertes from ] to 6 lucluinive shall be either “Excejjient,“ (Gool.” “Tolerable” or “Net good.” and must be written by the onicer 

«lynlng the report. Lnsevtst the answer to any query be Not geal. er of aniuntaverable pature, the reasons for such answer must be clearly stited, 

aml seopy of that portlon af the report furnished te the omMeer caeerned, Who mball be wrunted a reasonable thine tes prepare such written statement It 

revard teitaxhe may desire te ake Which statement shall be endorsed and forwarded with the regert. sSthotl! the Mice cet destre to make a 

nfutepnene that fast «hall be stated 


a 
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12. To what degree has he exhibited the following qualifications? (Each line is divided into four main divisions, with a definition below 
each division. Consider only the definition below each line which accurately fits in regard to the subject. Having decided which 
definition {s most auitable, place a check mark at the grading aiong line to which the person being marked {s entitled. A check to 
the right of the doubie vertical line will be considered as an unsatisfactory (unfavorable) report.) 






























(With reference to tha fac- 
ality of comprebonalon ; 
mental acultencea.) 


Inteiligence 


Judgment 
(With reterepce to a dis- 
criminating perception by 
which the vuluece end re 
latione of things ta men- 
tally asserted.) 


Initiative 
(With reference to coDd- 
etractive thinking and 
resourcefulpess; bility 
end intelilyence to pet on 
own responaibility.) 


Force 
(With refereoce to moral 
power and ea- 
erted in producing re 
aults.) 
Leadership 


(With reference to tho fac- 
ulty of directing, con- 
trolling, and induencing 
others in definite lines 
of actinn.) 


Tact 
(With reference to the fac- 
ulty of being courteous, 
considerste, end senalbio 
in deallog with others.) 


Cooperation 


(With reference to the fac- 
ulty of working harmoni- 
oualy witb others toward 
the accomplishment of 
commodo duties.) 


Loyalty 
(Fidelity, faithfulness, alle- 
giance, conatancy — all 
with refecence to a canec 

and to higher eutbority.) 
















Attention to Duty 


(With reference to the fac- 
ulty of carrying on all 
work in a thorough end 
conecientious manner.) 


Presence of Mind 
(With reference to tho fac- 
ulty of acting tine- 
tively in @ logical man- 
ner {pn dificult and un- 
forseen altuations.) 


Endurance 
(With reference to ability 

for carryipg on under 
aby and eli conditions.) 


Industry 


(With reference to per- 
formance of datizs in an 
energetic manner.) 


Military Bearing 


{With reference to military 
carriage and dignity of 
demeanor. ; 


Neatness of Person and 
Drese 
(With reference to correct- 
Deea of uniform and 
amartOess of eppearance.} 





Aptitade for Service 


(With reference to a na- 
tural capactty end gep- 
etal Gtness for the Neva! 
Service.) 


Esceptioneily quirk. 
witted; keep in under 
atanding. 


Unuaually keen in ecetimat- 
jing eltuetiona and 
reaching sound decisioas, 


Esceptiona! in ability to 
think, plan, apd do 
thinga without waitin 
to be told and instructed. 


Strong, dynamle, 


inspises others to a bigh 

“tee by precept and 
example; will alwaya 
havo a fullowing. 


Adaptable apd courteous 
to a hi degree. Can 
be relied upon to handlo 
delicate queetiona or ait- 
ustiona. 


Exceptionelly aucceesful 
io working with others 
to @ commoa end. 


Lal) al 2 | 


Upawerving (on allegiance ; 
Crank and honest in aid- 
ing and edvising. 


“Has an exceptionally high 
Ww 


atandard th reference 
to devotion to duty. 


Exceptionally coo)-headed 
and logical in his ac- 
tlopa under ali condi- 
tiona. 


Cepable of atanding an ex- 
ceptional eamonat of 
phyaical hardships and 
atrain. 


Extremely energetic and 
indaatricas. 


Exceptional Ip carriage. 


Punctiliioue aa to ani. 
form; immacnoiate ina 
dresa and person. 


Epthualaatic and escel- 


lently fitted for the 
Naval Service. 



















Graeps essentiale of « ait- Readily upderstanda no 
uation quickly. mal situations and Se 
ns. 


Cen genecelly be depended Good judgment Ip normal 
op te maka proper deci- ond routino things. 
i) 


Capebia of performing nor- 


Able to plan and execute 
mat and routine duties 


missions o8 bla own re 


aponsibility, of own responsibility. 
Strong. Effectual under normal 
elreum- 


apd = routine 
etances. 


A td I om leader: al- Leads well, but has hie 
tra limitations, 


eubordinates, 


Adaptable, courteous, and 
auccessfai in dealing 
with others. 


Reasonably tactful. 


] ] | 
Works in harmony with Responsive to leadership. 


duty, 


= SS — i a. 





Attends to his duty in « Satisfactory «attention to 
highly aatiafactory daty. 
manber. 


Composed and flogical in 
hia actiona in aimcult 
situations. 


| ee 
Cen perform well bis Df norma] endurance. 
tad ander trying con- 
a. 


Thotough and energetic. lnotermittentiy energetic 
and industrious. =a 





Carries himself well. : ng fair. 


Properly and well dreased Generally neat and correct 
apd careful of personal fo uniform. 
appearance, 


Adapta bimeelf to and Is 
psi a Fl capacity for 
the service. 


Well Gtted and Interreted. 


REMARKS 


A ae a 


Blow of comprehension ; 
ctleakeinacive 


Poor ot; draws 
wool eokauniae! 


Requires constant guld- 
ance end aupervision in 


hls bier or evades 
responsibilities. 


Se ee 
: ] 


Weak; with little infuence 


over othera, 


Irritates; creates friction. 


Obstructive. 


x or ee carter Faithful in the execution Hypereritical ; & ; 


Inclined to defer or Bag- 
lect his work. 


Tires or b down easily. 


Indolent ; inactive; lasy. 


| ill 
suillitary io bearing. 


Tatidy im dress o¢ pet 
sonal] appearance. 


Not Stted. 


) 


13. Give in this space: (a) A clear and concise estimate of this officer’s personal and military character, (b) his fitness for promotion, (c) any 
duty performed worthy of epecia] mention, (d) also any information which might be of value to the department in making assignments 
to duty. 


THIS SPACE MUST NOT BE LEFT BLANE 
(Bee Art. 137 (7), U. 8. N. BR. 1920) 
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.PPENDIX D 





PResiNl NaVY RATING FORK 














OFFICER'S FITNESS REPORT WORK SHEET Vy ) 'D Ki « id E E Tf 
READ CAREFULLY THE INSTRUCTIONS ON THE REVERSE SIDE | S) | 
F DATE 


BANK AND CLAQSIFICATIGN 





{. NAWE (lant) (first) (middle) FILE NG, 











BHIF OR STATIGN PERIQG GF REPRRT (mo. day, your) 








DATE FROM DATE TO 
DATR OF REPORTLNO TO OCCASION FOR BEFORT 
FRESENT SHIP O8 BTATION 
oa ET ACHAENT ACHMENT © REGULAS a a 
OFFICER aEPORTED ON REPORTING BSENTOR SEMI-ANNUAL QUARTERLY SPECIAL 


ra BESCRIPTION OF DUTIES SINCE LAST FITNESS REPORT (List most rocent first and deasribe aceuratoly. Include perleds of teava, transit, ete., also 


Jecluds employment of eblp.) “no. | yn 





























3,  1F_COUBSES OF INSTRUCTION WERE Bp are DUBINO PERIOD OF THi8 REPOST, LIST TITLE OF COURSE, LOCATION OF 8CHOGL, 


] 
LENGTH OF COURSE AND DATE COMP Aro you phyeleally qualified 


for 
L) Yoe L) No fine 
















if Avistor, Indisate Ne, af 
Filght Hours Last Two yesrs 
for Eecth Byes Alrcerett (List 
Most Bocent Type First) 


MY ee T o NCE 
4 Ae NEXT GUTY 













NO. OF HOURS 
KIND OF DUTY LOCATION 


TYPE OP AIRCRAFT | | | : | 









BHOBE KIND OF DOTY LOC ATIQN 





6 SECTIONS 6 THROUGH 12 TO BE HAME OF BEPRRTINO OFFICER RANK FILE NO. OFFICIAL 8TATUS RELATIVE TO OFFICER REPQRTED ON 


FILLED IN BY REPORTING OFFICER 
18 THIS OFFICER QUALIFIED 10 PEB- 
FORM ALL HIS 

present ouviest Lives [) wo 


Comment on spociel or outstanding qualifications as well as any phystral defects, which should be considered In determining the kinda of duty to which be Pg be detailed. Only comments “hy 
quajifications aignidcant In detailing should be entered hete. ANY COMMENTS REGARDING FITNESS FOS PROMOTION SHOULD RE ENTERED IN SECTION 12 QNLY OF PAGE L 





DATE OF EXPE 


INRICATE MGRE RESPGNSISBLE GUTIES FRR WHICH HE I8 IN TRAINING. (if nane, ao state) 
QUALIFICATION 


























APPRAIBAL FOR DETAIL PURPOSES 


FOR WHAT GUTIES 15 HE RECOMMENGEDO? 


ASHORE AFLGAT 


FOR EACH FACTGR ORSERVED CHECK TOE APPROPRIATE BOX TO INDICATE ROW THE OFFICEB COMPARES WITH ALL OTHERS OF THE RAME RANK, CLASSIPICA- 
TION AND CORPS WHOSE PRO@YESSIQNAL ABILITIES ANE KNOWN TQ YOU PERSONALLY. DO NOF LIMIT THIS COMPARISGN G@NLY TO THE OTHERS NOW UNDER 
YOUR COMMAND. DO NOT HESITATE TO MARK “‘NOT OBSERVED‘: ON ANY QUALITY WHEN APPROPRIATE. NO ENTRY WIRICH 18 MADE IN THIS SECTION WILL BE 
re ae AN pp ce | a REPORT WHICH MUST BE REFERRED TO TBE OFFICER FOR STATEMENT, ONLY ENTRIES DESIGNATED IN SECTIONS 8, 9, IL 





bee] 
oY 






Within bad beds 
ex 4 
Rbserved (L%, 20% 40%, 








RBATING FACTORS Mext Top Top 


20% 190% 

















A. SEA OR ADVANCE BASE OUTY) i. STANDINO DECK WATUHES UNDERWAY! 
How does this officer compare in: 2 ABILITY TO COMMAND! 
NOTA... freue (43) TO BS | ——o. —<$-.-—_—— eee 
ot FQ@R ALL OFFI- $3. PERFORMANCE IN PRESENT PUTLES AS DESCRIBED IN SECTION 2, ABOVE?! 


4. REACTIONS DURINO EMEROENCIES? 


am eee ee —-— CS SO -  — qu... 





5. PERFORMANCE AT BATTLE STATION OR IN BATTLE DUTIES? 








INITIATIVE AND l. ASSUME RESPONSIBILITY WHEN SPECIFIC INSTRUCTIONS ARE LACKINO? 
RESPONSIBILITY 2. GIVE FRANK OPINIONS WREN ASKED OB VOLUNTEER THES WHEN —————- | ———- } —_—} - ------,— -—- 
_ NECESSARY T@ AVOID MISTAKEST ee 
How wel} docs this oMeer: 3. FOLLOW THROUGB DESPITE OSSTACLES IN CARRYING OUT RESPONSIBILITIES — 
ASSIONEO OR ASSUMED? 








I. UNDERSTAND INSTRUCTIONS QIVEN, AND USE 8U0OQESTIONS OFFERED? 
C. UNDERSTANDING ANO SKILL] 


How well does this oMfcer: 3. RATE IN TECHNICAL COBU'ETENCE IN 
HI8 SPECIALTY, IF ANY? (Namo Speclalty) 


1, INSPIRE SUBGROINATES TO WORK TO THE MAXIMUM OF THEIR CAPACITY? 
2 EPFECTIVELY DELEGATE TASKS AND AUTHORITY? 
































o. LEADERSHIP $. THANSMIT ORDERS, INSTROCTIONS, AND PLANS? : 
Hemiwoll coed this oftiae: “4. QDROANIZE BIS W@RK AND THAT GF THOSS UNDER HIS COMMAND OR | a ee ee 
SUPERVISIONT 
5. MAINTAIN DISCIPLINE AMONO THOSE ONDER BIS COMAIAND GR DIRECTION? 
1, ABILITY TO WORE WITH OTHERS? 
E. CONDUCT AND WORK HABITS a ee ae ee 


2 ABILITY TO ADAPT TQ CHANGINO NEEDS AND CONDITIONS! 





te iii tiat Renita Riehl 
. 


How does this officer compare in: 
% MILITARY CONDUCT—BEABENO, PBESS, COURTESY, *¥TC.? 


8, INDICATE YOUR ATTITUDE TOWARO (Check ono) 
‘ HAVING THIS GFFICER UNGER YOUB DEFINITELY NOT PREPEK N@T 
COMMAHNG, WOULD YOU: WANT HIM? ee TO HAVE HIM? RE SATISFIED BE PLEASED PARTICULARLY 
(UNSATISFACTORY) (UNSATISFACTOBY) TO HAVE HIM? TO HAYE HIM? DESIRE HIM? 
Considering All OMcers of the Game Rapk Se al How many Gfficers are Included In the 
9a. Classineatlon and Corps, Whose Profession oe 90% WERE a re WERE Y 50% fo WERE If ONLY 10% 9b. créumamead tor the ceiearertinar 


UNDER NO 
Abilities Are Kaown to Yeu Persesally, CIRCUMSTANCES? RE WERE TO BE 10 Ou 10 OVER 
Would You Promote Him: (Unsatisfactory) L_] psosoreD: LJ ProMorep: LJ) Beosorep: PsaMoTED? | L_] LE sae 


10, COMMENT IW SECTION [2 ANG OIVE BEFERENCE WERE TR ANY COMMENGASLE B&R AOVERSE REPORTS THAT HAVE GEEN MAGE OW THE ceFTCER RUBENG THIS PERI ok 






Mf. QgAtiTiEs ai reRyGRMANCER —— PP ae ee UNSATISFACTBRY. Yas In elther Hem of Sectlon I! 
coreariiutes nta 
HAG NE-ANY MENTAL DR MORAL WEAKNESS WHICN AGVERSELY AFFECTS [] ves [] wo '# Stetion 12 | tothe officer tor statement. 


2, QGire [nm thia apece @ clagr, conclae apprsiss) of the officer reported on cod his performanco ot duty, including any worthy of special mention. Include recommendations as to promotion. Any ¢tate~ 
monts of Onsatiefactory performenre, ebiiity, character, or conduct must be referred to the officor for statement. Ststements of a constructive naturo whicb refer to minor imperfectlons or lack of 
qualifications do oot constitute an ungatlafactory report: For example: ‘This officer tas a little slow In getting started but ls cow making good progress’ or "This officer ia woll qualified tn bie 


present duUe« bat has bad no oxpoerience al sce’ would not be unsallsfectory in nature, 
Check one ef these boxes — J] CONSIDES THIS REPORT TO BB CL) SATISFACTORY CJ UNF AV@GRABLE CJ UNSATISFACTORY 























OO HOT LEAVE BLANK 











H¥ additlanal epase le needed attach extra sh rat) 


SIGNATURE OF REPORTING OFFICE Has this report been ( ] ¥ 
thewn or retersed to * 


oMeer reported ent 





EG ON (Applise ogf = ~~etlene | threugh 5) 






tre ee 


_ DO NOT FORWARD THIS SHEET TO BUPERS 





SSL 


OFFICER’S FITNESS REPORT 
INSTRUCTION SHEET 


IMPORTANT INSTRUCTIONS—READ CAREFULLY 


GENERAL INSTRUCTIONS 


The attached revised Officer’s Fitness Report is to be used 
in place of the old forms, NAVPERS 310 and 311. 


This form serves the following purposes: 


1. It serves as a report of fitness for all officers both 
afloat and on shore. 

2. The first carbon—( Page 2)—keeps up to date in Bu- 
Pers the Officer’s Qualifications Questionnaire, which 
provides the Bureau with information covering each 
oficer’s previous experience and qualifications for 
various types of duty. 

3. The second carbon—(Page 3)—provides data cover- 
mg changes in the officer's qualifications and is to be 
filed in the Officer’s Qualification Record Jacket as 
an aid to Commanding Officers and Personnel Officers 
in assigning him properly. 


This form is to be submitted semi-annually for alt officers 
and in all cases of permanent detachment of either the 
officer or reporting senior. Special reports of fitness on an 
officer, on the prescribed form, shall be made whenever 
the officer reported on: 


(a) Distinguishes himself in battle. 


(b) Performs an outstanding act of valor or devotion 
to duty. 

(c) Displays extraordinary courage, ability, or resource 
in time of peril or great responsibility. 


(d) Is guilty of serious misconduct or marked inefficiency. 


A typewriter is to be used when at all possible in filling out 
Sections 1 through 6. Since 96% of all fitness reports 
received in BuPers are typed, the form has been constructed 
for that type of preparation. Care should be exercised that 
the carbon copies are legible if a typewriter is not used. 


INSTRUCTIONS FOR REPORTING OFFICERS 


In deciding on prornotions of officers, Selection Boards 
must, in effect, compare an officer with others of the same 
rank rather than with more arbitrary standards. You will 
note that in Scction 7 and subsequent sections you are asked 


to do just _that_— compare each officer with all others 
of the same rank and corps whose professional abilities are 
known to you personally. Please note that the officer is 


not to be compared only with the others of his rank now 
under your command. For this reason, it is important to 
indicate in Section 9b how many ofhcers are included in the 
group you use for comparison. 

In making this comparison, keep in mind that the group 
ol officers whose professional abilities are known to you 
personally (or any other group of people) will jall into a 
norma] distribution when graded on any trait or tactor— 
that is, there will he a small number at the lower end, a 
larger group in the middle, and a small group at the top. 
With this curve in mind, compare the officer with the group 





and mark hini on each factor in Section 7 as falling in one 
of the five brackets—the lower 10%, the next 20%, the 
middle 40%, the next 20% or the top 10%. Do not hesitate 
to mark “‘not observed" on any factor which you think not 
applicable to the duty in which you have observed the officer 
or in which your observation has heen too limited to warrant 
judgment. 


No entry which is made in Section 7 wilt be considered an 
unsatisfactory report. Only adverse comment in Section 6 
and entries so designated in Sections 8, 9, 11 and 12 will be 
so considered. 


An unsatisfactory report must be referred to the officer re- 
ported on for his statement which 1s to be attached to the 
report of fitness. In any case open to question as to what 
constitutes an entry of an unfavorable or unsatisfactory 
nature the officer will always be given the benefit of having 
seen the report. (See Articles 1701 and 1405 Navy Regn- 
lations, and BuPers Manual Article B-2202. 


The Bureau desires that reporting seniors make every effort 
to show each fitness report to the officer reported upon and 
to discuss it with him, in so far as practicable. In this con- 
nection please note the instructions in Section 12 which 
provide that statements of a constructive nature which 
refer to minor imperfections or lack of qualifications 
do not constitute an unsatisfactory report. On every report 
of fitness, the reporting senior will indicate under Section 
12 whether the officer reported on has or has not seen the 
report. 

The reporting senior will sign all three pages of the report 
in the lower right hand corner, or will sign the original and 
designate a commissioned officer, preferably senior to the 
officer reported on, to authenticate Pages 2 and 3 in lower 
right hand corner. The officer reported on may sign and 
retain Page 3, inserting same in his qualification jacket, if . 
he is geographically detached from the reporting senior. 
The Officer's Fitness Report (Page 1) and the Officer's 
Qualification Report—BuPers Copy—(Page 2) are to be 
forwarded—not separated—to Bulers. The Officer’s Qual- 


ification Report—Jacket Copy—( Page 3) is to be detached — 


and filed in the Officer's Qualification Record Jacket. 


Fitness Reports are to be suhmitted promptly and their 
preparation is one of the most inportant and responsible 
duties of superior officers. Failure to prepare them object- 
ively is detrimental to the efficiency of the Navy. If not 
subnutted promptly, the rights of the officer reported on 
may be prejudiced. The fitness of an officer for the service 
with respect to promotion and assignment to duty is deter- 
mined by his record. 


INSTRUCTIONS FOR OFFICER REPORTED ON 


It is your responsibility to fll out Sections | through 5 of 
this form and to sign all sheets in the lower left-hand cor- 
ner. Submit the form to your reporting senior at the times 
specified in the General Instructions ahove. Use a type- 
writer, if at all posstble—if not, use ink, but be sure that 
all copics are legible. 





NOTE. For convenience there is printed on the back of these instructions o work sheet which may be used as a -iraft in preporing the 
carboniced sct. The work sheet ws to be detached before filling out the carbonized set and ts “JOT to be forwarled to BuPers. 
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ARMY RATING FORM 





- ua 





ee SMe MT ee | 
Unit Adjutant or Personne! Olficer will complete Sections J and Ill. 
| EFFICIENCY REPORT Rating Officer will complete Sections Il, IV, V, Vi, Vi, VIN, and IX. | 


See AR 600-185 for details. Indorsing Olficer will complete Sections Ii, V, Vii, and IX. | 















section |. OFFICER REPORTED UPON 
el: DO NOT 
Use typewriter or print in ink. Use carbon paper to fill out Section lil at same time. See AR 600~—185. WRITE 
LAST NAME FIRST NAME INITIAL SERIAL NUMBER GRADE ARM-OR SERVICE | CO/APONENT PERIOD OF REPORT IN THIS | 
! THEATER OR CONTINENTAL UNIT, ORGANIZATION, AND STATION PRIMARY MOS DUTY ASSIGNMENT DAYS OF JP 
eee eNO oer DUTY | LEAVE | OTHER NON-DUTY 











DATE OF REPORT FOR REPORTS RENDERED BECAUSE OF PERMANENT CHANGE OF STATION, SUPPLY ADDRESS OF UNIT AND INSTALLATION 


WHERE OFFICER WILL REPORT 


PQ 





NAME, GRADE, AND ORGANIZATION OR UNIT OF RATING OFFICER NAME, GRADE, AND ORGANIZATION OR UNIT OF INDORSING OFFICER OA 


Section ll. DATA AND SUGGESTIONS FOR USE IN ASSIGNMENT 


NOTE: Inlormalion on this page will be lorwarded to the Career Branch of ihe Personnel and Administration Division by TAG alter ratings 
have been determined. Proper future assignment and utilization of the olficer will depend upon ihe care wilh which inlormation in this section 
is formulaied and reported. Use typewriter or print in ink. 


A. DUTIES ACTUALLY PERFORMED ON PRESENT JOB. To be supplied by Rater. Be specific. Give his duty assignment and all 
additional duties with eneugh specific detail to show scope of job in each area. 








B. DESCRIPTION OF OFFICER RATED AND COMMENTS. These paragraphs should cover physical, menial, meral qualities of rated 
officer, specialties of value to the Army, and any special defects or weaknesses affecting his ability to do certain assignments. 


COMMENTS OF RATING OFFICER COMMENTS OF INDORSING OFFICER 





C. ESTIMATED DESIRABILITY IN VARIOUS CAPACITIES. Assume you are a commander of a majer unit in war. Indicate to what extent 
you would want the rated officer to serve under you in the next higher grade in 
cach type ef duty described below. Place an X in the proper bex, using the 


shaded NA area if the duty is nof applicable. If line h is used, specify the nature PRATER INDORSER 
of the specialty. pA a | els ae 1 {23 | aes 


a. Represent your viewpoint and make decisions in your name at a higher headquarters. 
b. Command a unit immediately subordinate te you on a combat mission. 
c. Be responsible in an emergency calling for inifiative, coolness, forceful leadership. 
| d. Werk en an assignment requiring great attention te detail and routine. 
| e. Plan all aspects of a military situation, using judgment, initiative, and coolness. 
f. Carry out an assignment in a civilian component such as ROTC, NG, or ORC. 
| g. Represent yeu where tact and ability to get along with people are needed. 
j h. Werk on an assignment as specialist or technician. (Specify.) 
i. Carry out the duties of the tvpe of work te which he ts now assigned. 


D. IMMEDIATE RECOMMENDATIONS FOR CAREER DEVELOPMENT. Be specific. 
| RATER’S RECOMMENDATION FOR ASSIGNMENT (MOS CODE} INDORSER'S RECC/AMENDATION FOR ASSIGNMENT (MOS CODE} 


| 


GHT TD GET HI 








INDORSER’S RECOMMENDATION FOR FURTHER TRAINING 


RATER’S RECOMMENDATION FOR FURTHER TRAINING 




















INTIMATE DAILY FREQUENT OBSERVATION OF INFREQUENT OBSERVATION OF ACADEMIC OFFICIAL 
E. ENTRIES ARE BASED ON =» CONTACT THE RESULTS OF HIS WORK THE RESULTS OF HIS WORK RECORDS REPORTS 
(RAFTER WILL CHECK) 
-AGO FORM IBM FORM I.T.3. 1400 F 1429 REY, 


WD 1347 67~—1 PART 1 


vst 





F 1429 REV. 3 


EFFICIENCY R 















DATE OF REPORT FOR REPORTS 


WHERE OFFIC 











Unit Adjutant or Personnel Officer will complete Sections | and Ill. 
Rating Officer vill complete Sections Hi, IV, V, Vi, VU, VIM, and IX. 


EPORT 














WD AGO form 67-1. Part 2 See AR 600-185 for details. Indorsing Officer will complete Sections Il, V, Vil, and IX. 
Section Ill. OFFICER REPORTED UPON 
é | CO NOT 
Enier same information as for Section I. 

LAST NAME FIRST NAME INITIAL | SERIAL NUMBER | GRADE ARM OR SERVICE | COMPONENT PERIOD OF REPORT Bae 
FROM TO ela 
SPACE 

THEATER OR CONTINENTAL | UNIT. ORGANIZATION, AND STATION | PRIMARY MOS | DUTY ASSIGNMENT DAYS OF 3p 

COMMAND MOS CODE) DUTY | LEAVE | OTHER NON-DUTY 








RENDERED BECAUSE OF PERMANENT CHANGE OF STATION, SUPPLY ADDRESS OF UNIT AND INSTALLATION PQ 
ER WILL REPORT 























OA 
READ INSTRUCTION SHEET CAREFULLY Saran IV JOB PROFICIENCY : 
BEFORE MARKING THIS SECTION ; ' 
Becomes dogmatic about UU | UT AL Always criticizes, + A. Fails to work for the A. Fails to support . = 
his authority, sicieaemeihs never praises, ee best interest of all, eo fallow officers. if = | 
_ r- — I 
. Careless & slipshod in oo tiuy | B. Carries out orders by soften} B. Has a high degree tw? B. Oversteps his authorily. eo 3 
attention to duty. oo oT “passing the buck.” i Se RE ot iniliative, ll z nia 19 . 
1 « 4 « 1 « < 
_ No one ever doubts O:: : C. Knows his job and O:; + C. Never makes excuses O:: + C. Gives clear and concise 0: 1 
his abilily. Le performs it well, oa heen for his mistakes, se bp tas direclions. ee 
: me = < = 
. Well-grounded in all * ‘77D. Plays no favorites, - | OD. Slow in accomplishing a . Very exacting in all details. . 
phases of Army life, his work. : 
A. Follows closely directions ae: A. Constantly striving for mew li A. Criticizes policies of ae Blames others for Bot 
cf higher echelons. oe knowledge and ideas. ee superiors, im pees his mistakes. a 
= — _ — 
B. Inclined to “gold-brick.” tt ‘tu | B. Businesslike. vt ‘ten | B. Others can’t work + ‘'wyt B. Always demands strict : io 
et: ius with him. Wri 3s discipline. pha 
‘ee I < § « ll < 
C. Criticizes unnecessarily. O;: : C. Apparently not O::; C. lf he is wrong, will O:: s C. Excellent at construclive O:: “ 
lee hoe hysically tit. oe admit it. oe criticism. a 
< : = < < 
D. Willing to accept 7 ~| D. Fails to use good ! “1D. The men know they can rely vs —~ 1D. Hesitant about rendering :f og 
responsibility. 3 judgment. saa on his judgment. decisions. 33 
A, A go-getier who always re A. Cannot assume eo A. Doesn’t try fo “pull rank.” . Can take over in os 
does a good job. ae responsibility. ae i: Na an emergency. a Sh 
— — — b= 
8. Cool under all S Uttw | B. Knows how and when lo Sthen | BL Knows men, their cap- it tiw |] B. Fair and just in v iw 
Se ances. wi 4 :: delegate aulhority. wit ; i abililies & iimitations. ue q 2 his dealings. si 2° 
< { < < 
C. Doesn't listen to O:: i: 1 C. Olflers sungestions O: i | C. Low elficiency. O:; ot: | C. Lacks interest in his job. Cae 
suggestions. oe ofl se : ld ais > feded Be wes) 
= = = = 
D. Drives instead of leads Ye “1D. Too easily changes his ideas. 3! | D, Uses a steady monotone rr | D. Questions orders from -_ = 
: in his speech. superiors. de 





READ INSTRUCTION SHEET CAREFULLY 
BEFORE MARKING THIS SECTION 


OO NOT WRITE IN THIS SPACE 





Section V. JOB PROFICIENCY 


Management and operation of military mailers not included tn 


Assisting commanders of battalions or larger units in devising methods 


tactics and stralegy. 


2 The direction of the over-all operation of a military unil, 


Presenting learning materials in a classroom situation in a military 
or civilian component, 


Exercise of specialized knawledge, requiring lengthy technological 





of meeting the requirements of military situations. 








———a ~ 


6 Duties involving acronautical skills performed by rated officers. 





7 Training at service schools, Air University, Army Industrial College, ete. 

















traineng. 

FOR RATING OFFICER | FOR INDORSING OFFICER 
PRIMARY 1 2 3 4 5 Sieieeinieiecudcia “ah a ae er 6 2 8 $8 10 
SECONDARY ee oo 4 §& 6 7 8 9 10 | SECONDARY i ie a 6 7 8 333 

. 2 3 4 S 6 7 a 9 10 7 12 13 14 15 16 

; DO NOT 
} WRITE IN 7 18 19 22 23 24 27 28 29 32 
1 pa 


= 
| 


| A. People work for & withhim of 3 A, 














ks : HoH A. Plenty of military snap, st) | A, Obtainsrespect&obedience 3: i: 
because of his personality. a fidence of men & ollices:. a bearing, & nealness. scala without causing resentment, — 
— =~ tr ~ 
5B, Never rank-conscious. at wn! B. Easygoing, at vt B. IWarmally cheerful. : ‘wy | B. Lacks aggressiveness. * Btn 
cos oe Wiss Ye 
h 2 4 < iy < 1 < 
C. Thinks only of himself. ‘ta 3: C. Type of man everyone O:: : C. Can't take criticism. O:; C. Has an excellent command ©: 3: 
ee lixes for a friend. eee z i of language. st au 
= = = guag = 
D. Worries a great deal. ae Se ne Has a quiet, dignified so] D. Doesn't get along st 1 D. Lacking in good conduct TT hoe 
es bearing. with people. — & moral habits. ee: 
A. Active in athletics. a: A. Hat-tempered. ne A. Modast & reserved. hog A. Coolheaded. CUM 
ott ee eel ae 
= _ = = _ _ 
B. Firm but not overbearing. 5: a. B. Fails to demonstrate “so ttwe | BL Doesn't have drive or 0 ottw dB. Commands respect by OU 
aly 9 + originality. eas force he should. ARSE: his actions. Va 
ee O < < 8 < 11 < 
C. Egotistical. hot od CC. Reserved. Or i: $C. Antisocial, Or: 1 C. Overbearing. O;: Oe 
mee 7 ae fee Says 
= = a =. = 
ae 
D. Rubs people the 7 7 BD. impresses people favorably, “ ts D. Respected by alt “ Ss D. Indifferent. if og aol 
wrong way. tet es fellow officers. fe re: 
A. Compliments 2 man on gs A. Boastful. tpt A. A quiet, unassuming officer, {3 $3 A. |mmature. ant 
his good work. A me tt oe se 
— = t= 
B. Loses his head, getsexcited. <=: ‘iw ] B. Inspires pride in the S 0 ottan | B. Follows rather than leads. slo ttua gg BL Modest but not retiring. Tenia’, 
a 3 < 6 < J 2 ie 
C. Has admiration of officers ry C. Lacks tact. O:: vt C. Has an attitude of O:: 3 C. Nervous, O::; ‘ 
& men alike. oe ME ag ee superiority. os bh 
= = = = 
D. Poor in dress & + 7 1D, Thoughtful of others. 3s 71D. Tacttul. :: i774 D. Thoroughly cooperative ee 
appearance. tu Hs Mee a dene in his wark, ce 
Section VII, PERSONAL QUALIFICATIONS 
Use ELECTROGRAPHIC PENCIL, following same dircctions as for Section ¥V. MARK ALL SIX QUALIFICATIONS, 
FOR RATING OFFICER FOR INDORSING OFFICER 
The degree to which he is able to meet situations without a e alte 7 co 7 § =e 2» 2 3 4 § Gs7 869 aa 
bias and without emotional upset. 7 ae He ee —— sf x e : . # 
The degree to which he is able and willing to work with er ro ee a a Sa eee: a a 6& 7 @ 9 ds 
other officers and enlisted men. et 7 er — : : : 
The degree to which he is able to ac! on his own ee S 1 iG le | a > oS 
responsivility in absence of orders. 3 StS ‘3 + 3 wes $3 ts a 
The degree to which he is able to discriminate & evaluate - 7 pear oa ! 10 1 3 4 5 6 uaa, $ 9 10 
facts to arrive at logical conclusions. Ta ee $3 tn et fo OUR 
The degree to which his appearance and behavior cause i / . o 6 i 8 9 10 1 2 3 4 5 6 7 8 9 10 
people to react favorably. a ett ane ee ee: 
The degree to which he is able to carry out orders with ee aT, 7 meet (I Raed aay a Sa i a 
consistency & firmness jo achieve objectives. = 3 ee pee Pane iy oes! ; ; 
* i] 
Section VIIl. OVER-ALL RELATIVE RANK 
FOR RATER ONLY 
If these officers were arranged in order, considering over-all future useful- a 


The numbe;: cl olficers in this 
grade ratsd by me al this time is 





Lacks ability to inspire con: 





























ness tothe Army, from highest (No,1} to poorest, this officer would be No. 
of the total group rated. 





Section IX. AUTHENTICATION 


Use typewriter (except for signatures} or ink, 


| certify that | have read the current AR 600-185 and that all ratings are made in accordance with instructions contained therein, and that 
fo the best of my knowledge and belief sli entries conlained hereon are frue and impartial. 


SIGNATURE OF RATING OFFICER 


NAME, GRADE, AND ORGANIZATION OR UNIT 


OFFICIAL STATUS OF RATED OFFICER WITH RESPECT TO RATING OFFICER 





SIGNATURE OF INDORSING OFFICER 


NAME, GRADE, AND ORGANIZATION OR UNIT 


OFFICIAL STATUS OF RATED OFFICER WITH RESPECT TO INDORSING OFFICER 

















AIR FORCE &LTING 









| Hm 








i no 


40. SUBORDINATING PERSONAL INTERESTS (Sec alsa V-49) 


D 


Unknown 


1 


Allawed personal interest 
and welfare to interfere 
seriously with parform- 
ance of duty. 


2 


Made excessive use of the 
privileges of his rank to 
increase personal comfart 
or avoid inconveniance. 


41. COOPERATING WITH ASSOCIATES (Soe alsa I-11) 


O 


Unknown 


1 


Refused to help or co- 
aperata with an associate. 


42. SHOWING LOYALTY 


2 


Coaporated only grudg- 
ingiy with an associate. 


eB 1 2 
Unknown Openly criticized a sup- Ailowed a superior or 


erior or associate. 


associate to be criticized 
without coming to his de- 
fense. 


c 


- 





a 


Accaptod minor persanal 
inconvenience in order to 
perform his duties. 


3 


Gave some assistance to 
an associate when re- 
quested to do so. 


3 
Supported the policies ar 
actions of a superiar or 
associata. 


43. TAKING RESPONSIBILITY FOR SUBORDINATES (See also II-26) 


LD 


Unknawn 


1 


Failed ta take any re- 
sponsibility for the con- 
duct and fair treatmant 
of a subordinate. 


44. ATTENDING TO DUTY 


D 


Unknown 


1 


Required constant prod- 


ding and close super- 
vision to kecp his attan- 
tion on his assigned 
dutics. 


45. ATTENDING TO DETAILS 


2 


Taak vary little rasponsi- 
bility for tha canduct and 
fair traatment of a sub- 
ardinate. 


2 


_— oo 


Woarked just hard enaugh 
to gat by. 





= 1 2 
Unknown WNeglectod an important Neglected rautine details 


detail of his jab with 
serious rosults. 


of his work, slowing up 
apeérations. 


46. REPORTING FOR APPOINTMENTS 


D 


Unknown 


1 


( 





Failed to keop an appoint- Was late for an appoint- 


ment causing serious in- 


convenience to others. 


ment without notifying 
others. 


47. MEETING COMMITMENTS (See also I-3) 


‘= 


Unknown 


1 


Failed to moet a commit- 
mant hindaring the work 


of othars. 


2 
Was lata in moseting a 
commilment causing in- 
convonience ta othors. 





48. fMPROVING EFFECTIVENESS (See also V1I-55) 


O 


Unknown 


1 


Refused an opportunity 
offered him to improve 


his effectiveness. 


2 


Ignarod an apportunity to 
improva his proficiency 
or potantiality. 


49. BEING FAIR AND SCRUPULOUS (Sco also 1V-40) 


DO 


J 


— 


2 


— 


Unknown Made an inaccurate or Used an _ indirect and 


avasive statemont or in- questionabla mathad. 
dulged ina “sharp” prac- 
tice. 


3 


Assumed raspansibility far 
the conduct and Fair troat- 
ment of a subardinate. 


3 


Showad satistactory 


industry. 


3 





Handlod satisfactarily the 
MnaGrtant detaits of his 
jab. 


3 





Notified athers when he 
expected to be tato far an 
appaintmant. 


3 


Met acommitment 
promptly and fully. 


3 


Accepted an opportunity 
ta improve his praficiancy 
or potentiality. 


3 


Was satisiactorily accu- 
rata, frank, or fair in a 
statament or practice. 


4 
Subordinated persenal 
Gesiras to the perform- 
ance of duty. 


4 


Cooperatod willingly with 
an associate when called 
upan. 


4 
Gave credit to a superior 
for accamplishments of 
the organization. 


4 








Assumed substantial re- 
spansibility for the can- 
duct and fair traatment of 
a subordinate. 


V. PERSONAL HABITS AND ADJUSTMENT 


4 


Worked hard and will- 


ingly ta achieva objec- 
tives. 


4 


Gave caraful attantian to 
the important details af 
his jab, 


4 
Made a spacial offort lo 
be prompt in reporting for 
an appointment. 


4 


Met a commitmont tully 
in spite of difficullias be- 
yand his control. 


4 








Was alert to an oppor 
tunity to improve his 
offectivanass. 


4 








oo 


Used a direct and forth- 
right method. 


5 
Disregarded persanat wel- 
fare and interests com- 
pletely whan necessary 
for the successful per- 
farmance of duty. 


5 


Voluntarily assisted an 
associate whon help was 
needed, 


5 





Shared any criticism or 
blame directed at a sup- 
eriar for the mistakes or 
shortcomings of his organ- 
ization. 


5 


Assumed full reaspansi- 
bility for the canduct and 
fair troatment of a sub- 
ordinate. 


5 


Did extra work voluntar- 
ily in order to achieve ob- 
jectives. 


5 


Viado sure that al! details 
of his job were completely 
taken care of. 


5 
Kept an appointment in 
svita of substantial per- 
sonal inconvenience. 


5 


Campteted an assignment 
ahead of time and moro 
fully than required. 


5 


Sought out actively an 
opportunity to improva 
his proficiency and patan- 
tiality. 


5 
Was scrupulously accu- 
rate, frank, ar Fair ina 
statement or practice. 





LST 


30. MAKING USE OF EXPERIENCE (See also VI-56) 


{ 1 
Unknown Made no application of 


his own or others’ exper- 
ience in similar work re- 
sulting in unnecessary 
delays and errors. 


LONG-RANGE PLANNING 
1 


31. 


Failed to prepare plans to 
guide the organization's 
work. 


Unknown 


32. TAKING PROMPT ACTION 
1 


Refusod io act when a 


Unknown 
décision was urgently 
needed. 


33. SUSPENDING JUDGMENT 
1 


Refused to wait for or 
examine essential addi- 
tional facts beforo dacid- 
ing. 


Unknown 


Failed to make adequate 
application of his own or 
others’ experience result- 
ing in a loss of eftective- 
ness. 


2 


Prepared only inadequate 
plans based on a sketchy 
understanding of the ob- 
jectives. 


2 
Hesitated or put off mak- 
ing a needed decision al- 
though possessed of all 
essential facts. 


Pa 


Failed to request or ex- 
amine needed additional 
facts before deciding. 


34. MAKING CORRECT DECISIONS 


1 


Made a bad decision 


Unknown 
which appeared quite con- 
trary to the known facts. 
35. PERSISTING IN EFFORTS 


0 1 


Gave up as soon as he mot 
opposition or difficulties 
in pursuing an objective. 


Unknown 


36. MAKING FORCEFUL EFFORTS 


; 


Mado very feeble and in- 
effectual efforts to achieve 
an objective. 


Unknown 


37. ABSORBING MATERIALS 
1 


Delayed operations be- 
cause of his poor momory 
or the slowness withwhich 
he absorbed facts. 


Unknown 


2 
Made a sorious error in 
judging the relative tm- 
portance of several fac- 
tors in deciding. 

2 


Gave up after a few at- 
tempts had failed. 


2 


Made only weak and 


Partially effective efforts 
to achleve an objective. 


2 





Made a mistake due to 
slow fearning or faulty 
memory for facts. 


Made some application of 
hits own or others’ exper- 
lence to assist him on a 
problem. 


3 


Prepared plans based on 
only the immediate ob- 
jectives of the organiza- 
tion. 


3 


Took necossary action 
without serious delay. 


3 


Decided only after he had 
been supplied with some 
additional information. 


3 


Made an adequate deci- 
sion based on a reason- 
able interpretation of the 
facts. 


3 
Kept on working toward 
an objective of the organt- 
zation despite minor diffi- 
culties or opposition. 





3 
Was somewhat vigorous 
and forceful in his efforts 
to achieve an objective. 


3 


Learned and remembered 
well enough to do a satis- 
factory job. 


Made good uso of his own 
or others’ experience to 
work out a problem. 


4 
Prepared careful plans 
based on a full under- 
standing of all the objec- 
tives. 





4 


Took prompt action to 
meet an established need. 


4 


Withheld his decision on 
an important matter until 
the main additional facts 
needed could be 
amined. 


OX- 


4 


Mado a good decision 
showing sound evaluation 
of afl the factors involved. 


4 


Renewed his offorts after 
a major set-back in pur- 
suing an objective of ihe 
organization. 


4 





Pursued an objective of 
the organization with 
energy and force. 


4 


Achieved good results be- 
cause he fearned or re- 
called facts better than 
others. 


Applied his own and 
others’ experionce to the 
fullest extent in the solu- 
tion of a problem. 


a 


Developed very offective 
long-range plans based on 
a thorough analysis of ali 
objectives and of means 
of reaching tham. 


5 
Took prompt action to 
meet a legitimate need 
even though he might 
have delayed. 


5 
Insisted in spite of strong 
pressure on obtaining 
needed additional facts 
before making an im- 
portant decision. 


5 
Made an excellent de- 
cision which exactly fitted 
all the factors involved. 


5 


Persisted in his efforts to 
achieve an objective of 
the organization despite 
repeated set-backs or 
severe opposition. 


5 
Made very vigorous and 


forceful efforts to achieve 
an objective. 


5 





Achieved exceptional re- 
sults because of his un- 
usual ability to learn and 
remember pertinent in- 
formation. 


!'V. ACCEPTANCE OF TEAM PRINCIPLE AND ORGANIZATIONAL DISCIPLINE 


38. COMPLYING WITH ORDERS AND DIRECTIVES 


1 


Disobeyod an order or 
directive. 


Unknown 


a o —————————— m * ct — pe — a ee Oe 


Delayed or tried to avoid 
compliance with an order 
or directive. 


39. ACCEPTING ORGANIZATIONAL PROCEDURE 


Complied satisfactorily 
with an order or directive 
without undue delay. 


Carried out an order or 
followed a directive 
promptly. 


Carried out promptiy and 
effectively the spirit and 
intent of an order or 
directive. 


TT EL ee ee 
Ee, 


Unknown 
procedure or regulation. 


Violated an organizationat 


Was openly critical of and 
followed only partially an 
organizational procedure. 


Conformed without opon 
criticism to an organiza- 
tionat procedure with 
which he had previously 
expressed disagreement. 


Accepted 2 procedure lully 
because he understood 
the necessity for organi- 
zational control. 


Accepted and promoted 
understanding of a pro- 
cedure as essential to 
effective organizational 
control. 
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Last NANWE First Nawe INITIAL GRADE Sema No. 


INSTRUCTIONS: Piace an °“X” in the appropriate box to denote your evaluation of the performance of this officer with respect to the critical require- 
ments hsted below. The six columns of boxes correspond 10 the unknown box and the five numbers on each scale in the Check List of Critical Ki yuirements 
tor Officer Evaluation on Report of Officer Efiecticencas (AF Form 77.4), 


IV. ACCEPTANCE OF ORGANIZATIONAL RESPONSIBILITY 


DL PROFICIENCY IN HANDLING ADMINISTRATIVE DETAILS 














C12 3 4 $8 Uf 2 3 4 5 
MOOT oid. Understanding inatructiona OOOO) $84. Complying with orders and directives 
CIOMICICICIC) © 2. Seheduling work OOOICICICIC) 35. Accepting organizational procedure 
CIOIOICDOI CL) CB. Getting information from recorda COCOCICIC:C) 36. Subordinating personal interests 
CIO CICICIO) 4. Getting ideas from others COCICICIOCIC) 37. Cooperating with associates 
CICICICICIC) SS. Checking accuracy of work COMICICIOCIL) 38. Showing loyalty 
OOOO «. Writing lettera and reports COCICICICILC © 39. Taking responsibility for subordinates 
CICICICICIC) 7. Getting enoperation ee (Do NOT USE >) 
OOCICOCICD) sB. Presenting finished work Tae THIS SPACE) 
COOICICIOIL) sS. Keeping recorda ji Sl ——S | 
COCICICICIC) 10. Keeping others informed Se 
CICICICICIC) 11. Rendering effectiveness reports V. ACCEPTANCE OF PERSONAL RESPONSIBILITY 
< | es masses; | Lees 
: ts aoe CIOIOIN OIC) $340. Attending to duty 
x | | | | | _ ee Pp COCOCICITIC) 41. Attending to details 
CICOLICICIC) § 42. Reporting for appointmenta 
fl. PROFICIENCY IN SUPERVISING PERSONNEL OMOOIWIDC 48. Meeting commitments 
U1 2 sas COCOICICIOIC) $ 44. Being fair and scrupulous 
OOOO) 2. Matching personnel and jobs COCjICICICIO) 45. Maintaining military appearance 
CICICICICIC) 13. Delegating authority CSOOICC CIOL) $346. Adapting to associates 
COC OOCIOID) 1M. Giving orders and instructions MOCICICIT) 47. Adapting to the job 
COICO CIC CL 1S. Insuring comprehension COCOCICICIO) 48. Conforming to civil standards 
ee Soe) UO 16. Giving reasons ad explanationa x | | | | | (DO NOT USE 
COCCICOTIC) 11. Supporting authorized actions ay ae re ; * THIS SPACE) 
CICIOOWIOIT) 1s. Encouraging ideas = —— | 
COCICOCIOIO Ws. Developing teamwork x | | | | — 
CICICICICIC 26. Setting » good example Vi. PROFICIENCY IN DUTY MILITARY OCCUPATIONAL SPECIALTY 
COCOCICICIO) 2h. Assisting subordinates in their work (Deserihe the apeerfic duty performed and give the SSN/ of the duty) 
i ae) ae | | a Evaluating subordinates’ work 
COLCICICIOIC 23. Looking out for subordinates’ welfare 
ee) (_) Ca es i) 24. Maintaining relations with subordinates 
< | eee (DO NOT USE 
= | a THIS SPACE) 
——_> 





u tf 2 3 4@ $ 





il. PROFICIENCY IN PLANNING AND DIRECTING ACTION 

















U 123 4 
a ee ee Tahinmreampnsilility CCIOOOD oe. Possessing fundamental training 
CuCICICICICI 26. Solving problems ; CCOCICICNC) $0. Improving effectiveness 
COCOCOCICSCI $s 27. Making use of experience OOM! £i Keenmbewell'tntarmed 
CIC CICIC CI 28. Long-range planning MOCOOCICIC) $82. Applying training and information 
CoCICICICIC) 29. Taking prompt action CICICICICIC 33. Showing ingenuity in specialty 
CICITICICIC) 30. Suspending judgment CICIUCICICIC) S84. Handling related assignments 
CP COCICIOCIO) | 3t. Making correct decisiona po =P ee 
COCICOCICICY $32. Making forceful efforta ee | | | i HIS SPACEY. 
INTOCICICIL) © 33. Absorbing materials pee SS ee ——— —— 
a | |e (DO NOT USE ER eee ry 


b | 
| THIS SPACE) | 
—— | 
i —_ 


TOTAL SCORE | (DO NOT USE THIS SPACE) 
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NAVMC 652-PD + - 


REPORT ON FITNESS OF OFFICERS OF THE UNITED STATES MARINE CORPS 


(To be submitted in accordance with Art. 137, U. S. Navy Regulations, 1920, and Art. 10-22, Marine Corps Manual) 


een ee re eer U.S. M. C. 


(Neme—Surname first) 


Ship or stution 


Period covered 
To be answered by officer reported on: 


1. Regular duties 
2. Additional duties 
I a eee —-—----_- BO ee 


4. Name, relationship, and address of person other than wife to be notified in case of emergency 


a er ee eh a ey Se crs ER ke ey pg es ee ts ee ee ee ee ee ee ee ee ee ee ee ee ee ee ee oe ee ee ee ee ee ee ee 


(Signature) 
To be answered by reporting officer: 


6. i anne ew nen new accee nen teeeeennas—-y o----------.--------- U. 8, -------- 
(Name) (Rank) 


6. Method of rating—When rating this officer, consider carefully and keep in mind the following definitions, taking into con- 
sideration his length of service, the opportunities afforded him which might have a hearing on his performance of duty, 
his personal characteristics, and professional qualifications: 

“UNSATISFACTORY.—Inefficient; heiow minimum standard. 
Fain.— Satisfactory; passably efficient; up to Minimum standard. 
Goop.—Average qualifications; efficient, but to a less degree than “Very good.” 
VerRY Goop.— Above average; efficient; well qualified. 
EXCELLENT.—Highly efficient; qualified to a high degree. 
OUTSTANDING.—Superior; exceptionally efficient; qualified to a preeminent degres. 
‘NOT OBSERVED.—To be used in all cases where the reporting officer has had insufficient opportunity to observe: the 
officer reported on during the period covered by this report to permit a rating as to performance of a particular duty, 
personal characteristics, or professional qualifications. 


7. Before making out this report, decide in your own mind on an actual officer in the grade of the officer now heing reported on 
who, in your opinion, based on personal knowledge, is the outstanding officer of his rank in the Marine Corps; or 
Decide in your own mind the character attributes and professional qualifications which the ideal officer in the grade of the 
officer now heing reported on should possess. 


8. Considering the officer reported on in comparison with your ideal (7), and baying in mind 


the instructions under (6) “Method of Rating”’’, indicate your estimate of him 


y mark- 
ing ‘“X” in the appropriate space below. 


Excellent 


Performance of duty (based on fact): 
eeeEnerrlnr Cries. eee el ake moh ee | | a. 


(pment... e.|---] ===] ne | ------]---- ==] 22 ne [=o 
(c) Administrative duties 

eee Sr a cast fies.) oo ee 
a eee es s..----|--—--|------|------|----~- es | 
(f) Handling enlisted men_. 

(g) Training troops —__.-—---- nn nn ne nnn] nnn mere mene | peme ne [onnn en fo nee en [nnn 
(h) Tactical handling of troops (unit appropriate to officer’s 


grade)___....--.--..-...--------|----+-f------]------{--—--|------1------]- 








9. To what degree has he exhibited the following qualifications? Consider him in com- 
parison with your idcal (7), and indicate yonr estimate by marking ‘X” in the appro- 
priate spacc helow. 


Not observed 


(a) ln, fitness (physical stamina; endurance under hardship, adversity, or discourage- 
ee ee oon re eee ee came nn tenn nenetcewne| one edfecece_|o—nonc|-nnonc|oncees |-nn--o|ece--e 


(bt) Military bearing ond neatness (dignity of demesoor; neat nod smart appearancc) 


ee eee eee ee ee ll ee! 


(c) Attention to daty (industry; the trait of working thoroughly and conscientiously) 


ee ee ee ee eee eee ee ee eee ee ree =e eee oe ~——— so 


(d) Cooperation (the faculty of working in harmony with others, military or civilian)..._{___....|-----.|.-___|_--___|----_-j___. 
(e) Initiative (the trait of taking necessary or appropriate action on own responsibility) 


(/) Intelligence (the ability to grasp readdy situations and instructions)... __ fw SI Ss (aeons re | | 


(9) oe and common sense (tho ability to think clearly and arrive at logical conclu- 

ae es a en Sara ae 
(A) ‘Presence of mind (the ability to think and act promptly and cffectively in an unecx- 

pee cmmemecocy Of Water aren etiM@ld)--2------.._-__-__._--..--m-----_-______--.---_—--_.----|_----.|------|-~.--- Reese || eee | eee aed 
(i) Force (the faculty of carrying out with energy and resolution that which is believed to 

gs Es else) i ne ee Pea iane Seeeee femmes (aoe |) ae 
() see a (the capacity to direct, control, and influcnce others and still maintain high 

NN i a a a a ae haa Sane, 
(k) Loyalty (the quality of rendering faithful and willing service, and unswerving allegi- 

2 eee eat Al) CITCUIMMALANCES).__.._._.___...------ 2 neon nee ene wenn eo ence [anna nn fowenenfanen-u fa. ---. Io feee eee 


ad 


a 


10. Has he any characteristics—temperamental, moral, physical, ete—which adversely affect his efficiency? -.__.--..-..-—____- 
I a ee 


2 ee ee ge es es ee ee eee ee ee ee ee ee ee ee eee ee ee eee ee ee a ee eae ee eee ee ene er ae mee ern nnn nnn ree 


BS Cre ere rr a rie ee re re ie ee i er ee A ee oe ee Gr ee ee eee ee ee ee ee ee ee eee eee ee ee ee ee eee ee See SS eee ee eee eee 


11. During the period covered by this rcport, has the work of this officer been reported on cither in a commendatory way, or 


WOVGISeTy Tat OO, TICICMUSEOVOCT INAUUCIMANG ONU0 ooo oo ne nnn nee eee ence een eee een ence ree reeeeeeeen eeeeeesce ae = : 
12. During the period covered by this report was he the eubject of any disciplinary action that should be included on his record? 
a If yes, aod if not previously reported to Headquarters, attach separate statement of nature and attendant 
circumstances. 
13. In case any unfavorable entries have been made hy you on this or on a previous report, were the deficiencies noted brought 
to the attention of the officer concerned? ..___.______- If yes, what improvement, if any, has heen noted? --_..-.--.- = 
If no improvement was noted, what period of time has elapsed since the deficiencies were brought to his notice? -___.._.--.—.- 


14. Considering the possible requirements of the service in war, indicate your attitude toward having this officer under your 
command. Would you— 


(a) Particularly desire to have him? __-......-----.....-- (c) Be willing to have him? __.._._--..------.------.-.----------------— = 
(6) Be glad to have him? .-......-------2 ee fameereier Nou to Neve: itn’ .2-..-- 2-26 -nsceen secede cee eee i 
RE a a ee oon ne i nee is dee dunee eer enn mon _ 


15. (To be answered only when reporting on officers serving under revocablo commissiong.) Do you recommend retention in 
the service after expiration of revocable period of commission? —____-_.__.-_..2.2- eee ene een ne een ne ee eee eee eee eee 


16. Remarke: (To he used for additional pertinent information or comment, if any, not covered elsewhere in thie report) 

17. Indicate your estimate of this officer’s ‘‘General Value to the Service”, using the ratings specified in (6) -----—--.---.-.------- 

Having in mind the especial fitness of this officer and the efficiency of the naval service, I certify that to the beet of my 
knowledge and belief all entries made hereon are true and without prejudice or partiality. 


18 


| ee ee ——— aS)... 
(Signature) (Rank) 
ae - ee a 
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APPYPNDIX I 


GLOPSANY OF Th hme 


Behavior -- Any or all of the overt actions of on ine 
dividual inclwiing manifeatations of emotions. In 
the lela of efficleney rating it refers particue 
larly to those actions or manifestations ehich are 


gignificant to the job being performed by the ratee. 


Coynition== A coneevt, a mentel picture, Also the act 


of forming & mental picture. 


Cont inuwee= The relation which existe when several ene 
tities are actually: verying degrees of the same 


quelity of thing. 


Correlationa«# The degree with which two phenomena aro Pa- 
lated or essociated. Correletion implies assecie- 


tion only, not cnusality. 


Correlation, Coefficient of-- The mathematic@l expression of 
the degree of aanocietion. A ecvefficient of 1,00 
signifies perfect association for, knowing the vae 
lue of one phenomenon, the personnel mennzer may 
predict the value of the other exactly. Coefficients 
of leas than 1,00 Indicate that predietion will be 


lese than perfect until, at a coefficient of 0.0, 
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there is no relation and predietion will be no 
better then tling guessing. lHevetive coeffielente 
heve predictive velue comparable to thet of posle 
tive coefficients of the same mmeorical magniitule. 
However, with ea negative scoelficlent, the maxixum 
display of one phenomenon is avsaccieted with the 
minimwa of the other and pradietion muet ba made 


on thet baalise 


Distribution = Any group of acores odteined on the same 
rating or teating device and getiered together for 


consideration. 


Efficiency ating -— Thie ls one neme for an 6ssessment of 
tet portion of en individuel'ts value on a Job 
Which is mede up of intengliole qualities net meae= 
eurevle by wore objective means. The termi la also 
applied to the tlank peper form used to syatematize 


and rocdrd this asdeakmant. 


ufficiency Nepert -— the 0. *. Army efficioney pratimn, device 
for officers, The term “report” carries the con= 
notation thet only a deacription of tho retee is 
being made with the derivation of e rating being 


postponed until the report reaches hensdquarters. 


ritness tepert -—- The U. %. Navy equivalent of the Army )rri- 
ecleney heport. 
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Mean «= The erltimetical averéys of e group of num 


Medien «= The peint or number in a distrihutlen whieh 
divides the distributi n ints ten equal parta, 


Merit Dating -= The Industriel psychologiat'sa equivalent ef 
the officlency Hating. 


_— The symbol for the number of subjects pare 
ticipating in an experiment. 


Pereeption «= That which takes plece when an individual 
Ueo0omes aware of the occurrence of a phenomenen or 


of the existence of an ontity. 


Percentile “core -= A seore presented in euen form that it 
show the percentéce of tus entire distribution 
wiulei. Lies taller that particeuler score, Thus a 
75th percentile score is higher then 75% of the 


seorea of that JiLetribution, 


Ratee =~ Tre individuel who La the e#sub ject of the 


efficieney reting or report. 


Hater w= The pereon who performs the aasesament and 


makes out the rating forms, 


Kaw Seore «= The ectual score sttaine’d on a vatings 
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Reliability «« That quality of a measuring instrument 
which causes the device to vreduce the seme ree 
ault on successive Geesuremunts of the same en= 


tity. 
Reporting Senior «= The Nevy's tera for tue later. 


Service Hating «= The name spplied to efficlency rating in 


the fleld of pubile pereeonnsl] aiministration. 


Service Kesert -=- The nese applied to the efficiency report 


in the field of publle peraonnel adzeinistratlon. 


Skewed Distribution »= A distribution which “ae departed fram 
tbe noreml belleshaped curve and has the major 
portion of its scores concentrated neer one end of 


the acele. 


GSpliteHalves seliavllity «- 4 Kind of reliabliics determined 
by dividing the test or rating device into two 
equivalent perte and eorralatin:; the acores on the 
two parte. The resulting coefficient is known as 


the splitehsliver reliability coefficient. 


Rtanderd Devlation -= -£ gtatiatical concept; @ measur of the 
varietility of tiw Jletrivution, it ie determined 
by teking the square reet ef the evevago of the 
deviationg (from the mean ) ef all the acures in 


1e distributilen, 





aed meineedon © le etiieup tat = yet btabsan 
<7 oe wid muOW, oF Alan an emnnee Selle 


-_ 
__ ae St it We vtbemrecene ofiananems sine 








——- at eee oe @ 


owe SS oT ee 
fo, A penin gm 


- ——_| 
* —— ——- 9 me 


2 gHltey YounJortie of baléews 
| Mawrres See Se ee 











-?_> “oo oe - 





-* 
mLsnsasnsas (aumeneg obi We ALAS mls at 




















—— a ee oe . 4 

atl cemayeh  e dee lew 
‘Whee oY ons bon come Regeteniinn Sewn ay 

1a Gnd em sony fatentnanaes cacees 682 Ye 






, a, deo 9 —_ 

= om_,, : . = raleee 
there tee hllicndion te emin 4 om cOhLinahine ore Lalo sgt 
ert ted coleee gale, = Jee em glnivih 

a fe omens et Soke eo bee oeteg fur lendepe 

a2 #moee 6s tanle2 Ties waltiooes ~t seeteg oer 

rseutesTince ws valley sorlecefLins els _ 


Be eeisome 6 RGaEn SREY 6 SRNR ES (ihe 
hedhomiee of 1 semlincbeul> and te opdiguaryes 
at) & Geers aM To dort ererps ue padded 
AL ever oot (Ae De ieee oot earth) earl ealwed 
err averioelh ats 








- 167 


Standerd Seore —— The stender:) score equivalent of a rar 


Statistical 


Subject <-- 


Trait -- 


Validity == 


ecore ia the deviation of thet raw sacere from 
the meen of the scoras, divided by the standard 
devietion of tme distrivutionu. The stanterd 
score is @ ratio and @s seach is comperable to 
atanierd scores ii: other Gistributiona, Therein 


Liaw tte usefulness. 


Significance -- & term applied te describe a dife 
ference between two measures. it ref@ra to a cone 
vention observed by statisticlans whereby, if the 
adifference is three tines er grent es the standard 
deviation of thet difference, the chanee that on 

repeated mesnurements the differences will be feund 
to secur in the eppostte ULrection 1a go small as 
te be negilwible. Under such conmtitions, the dif. 


ference ia sai. to ve “"statinni«ally significant" 


The general tems for the indivicual being 


subjected to study in en experiment. 


A conmistency of behevior toward » given 


stimulus, 


fhe ability of e meawuring device tu mene 


gute tusat Wilch 1% purporte tics Geaaure, 
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Validity, Pace —— Validity which is avarded to a device by 
reagon of the fact that it ge pears (en eonslderae 
tien of itn mexeup) to measure thet which Lt pure 


ports te meagure. 


@ “core «« A eynenym for Standard Score, 





0M @ ie we wills md le ea fee 
oe Le 
Siete. 
lea il a mae om em em eh et 


ree oS 
— 
a eo —— —— ot emt oe 


= ia. ae ————- « & 
| tito . ail a a Se oe 











fae eee ee ee a ee ee — ae 
hz: +s « — a >limesillipg : 





— a i a « ~ ll 
. _— => 


—_ - & = hee) @ imma = » «ole 


—— — linn ont 











































| Oar, iS 3 9 
! jPod 569 18 3 
° AG wONS a 


MY 165 
MY E25 5 
DE 959 
MR 13 63 








